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WASHINGTON 

^ r* 


17 August 1948 


WStmkmm FOR i Alien #. Dulles 

tilliaa H, Jackson 
Atblsa r* Correa 



I m enclosing a number of papers which I hop® will be 
for our next sooting, which is tentatively sot for 
evening, the T^K 


2, Those papers include the following* 


(a) A tentative ag®nda,whlch will probably bo somewhat 
changed cofore ~w»w y*t sooting. 

(b) A report by ter, Sprague, "Raaearch and Intelligence, 
Department of State”, which Is a suarr&ry of Sprague^ 
findings and recoraraendations, although it is not 

ywt in tho fora of draft chapter for the final 

report. 


(e) A report on ‘•Intelligence Implications of the hogota 
Bprieiug", originally prepared by m same tire ago 
and juei recently put into final shape* 


<d) 




A w m i o r andua prepared by no, "Notes on Questions to 
be Considered in tho Conclusions of the Survey 
Group Report". This sumtaarizes soks of the principal 
issues which we will have to face in drafting our 
final conclusions. 


25X1 


is now completing a summary of his findi n gs 


and recwsaendatlons in regard to Air Force intelligence, and X hope 
to bring his report with me on Monday v 


4* Ton already haw# some of the other papers which X think 
m should review at our Beating, particularly the "Tentative Outline 
tor Final Report" and the "Draft Outline tor the Chapters on the 
Departmental Intelligence Agencies", * 


State Department review completed 




Robert Blua 


Enclosures 
As listed above 


* DApptoWed &>ioRelS!»«i2QD&1 
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The following outline fetches the content ©f a comprehensive 
final Surrey Group report which eeold he classified • secret* 1 find 
subaitted to the National Security Council by 1 January 1949. It 
will probably be neceeenry to subsit additional special reports 
at the conclusion of the Surrey dealing with personalities or with 
particularly delicate matters. It say alee be necessary to prepare 
a brief euamary report which would be available for Oongreseic ml 
Committees and. if necessary, released to the public. Altfeo.'-h if we 
eece to a ooiplote agreement with the -.berets At group their report 
might take care of this. 

The following sketches the contents of the various chapters of 


the proposed comprehensive report t 

preface t Terae of Reference of the. MSMJSSSk 
U) A statement of the term* of reference Included in the two 
memoranda from Mr. Souera. the first one providing for the survey 
of ZU. and the second one providing for © surrey of the Departmental 


Agencies. 
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(8) k briif discussion of how those tera* of reference have heoa 
interpreted ; the purpose ha* boon to Mice a. ccanrehensive examination 
of our national intelligence structure and operation®, a* created 
by the Sat tonal Securitjr Act <sad developed la the individual Separtaents. 
this ha* involved » detailed exjsajlaatloa of CIA, which w*® created as 
the coordtnefcing agency for intelligence* and on exeat nation of the 
departmental intelligence agencies in order to determine their scope In 
the field of intelligence and evaluate their relatione to each ether and 


to Cl A* 

(3) A brief statement of the procedure followed in conducting the 
Survey p pd ia subediting reports* including an explanation of the interim 
reports vhlch have been sabaitted, sad of the reason* for preparing one 
oca* rehenalve report. 


vm i - msm Qmmmm m mimk 


mm . 


MS 


flKttltE u 1 fea backg r ound of Car ?r*«eat-Qr^aaitttlOh for tmU.iKflag . l t 


This chap tor vo old provide as orientation ia the pr obi eo* -ditch 


have led to the protect intelligence structure and would seek to 
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identify the principles which determined the eet-up we new have, 
inference would he Bade to the following point*: 

(1) The emphasis on intelligence as a result of our experience 
during the war, beginning with the alleged intelligence failure that 
contributed to the Pearl Harbor disaster. 

(2) Our traditional neglect of intelligence in the Service 
Ssp&rmeate. 

(3) Our traditional neglect of espionage and other fore* 
of clandestine operation*. 

(4) the wartime experience (fortunate sad otherwiee) with e 
•central intelligence agency*, the Office of Strategic Service*. 

(5) the need to develop an intelligence organization »ore suited 
to our post-war responsibilities and power and the examination of this 
problem in conjunction with the reorganisation of the Military 
Sstiibllstanent* 


(6) The principal studies made of this problem and the course 


of its handling; the Eoaeven proposal, the Joint Chiefs of Staff 
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Studies (JC fe 1110. series)* the Bureau of the Budget Eeport, the 
MeCere&ck report* the Lovett Board B*p©rt» the national Security Act 
of 1947, 

(?) The historical development from 0S3 through Stats 
Separtnent intelligence set-rap* CIO* CU. 

(8) &a analysis of the principal Issues whioh were debated 
during the development of the present set-up and a statcaent of the 
principle* which were finally decided upon. 

(a) The reason why it mn felt that a central agency 

was necessary (its functions of coordinating Intelligence activities 
coordinating intelligence estimate*, and providing certain central 
season services* including the collection of intelligence. 

(b) The position of the central agency in the national 
structure (its relationship to the President* Joint Chiefs of 
Staff, National Intelligence Authority, Katioaal Security 
Council* Departaental Secretaries.) 

SEGRtl 
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( 0 ) fh* functions of the departmental intelligence service# 
asi their relatione to the control agency. 
ctumtf II. ■me IftUUififftq* ***** * 

flilt chapter would attempt to analyse and develop etsaderds for 
a ant local intelligence eyetem egelnab tAieh we e*a aeeec*# wfcat w* 
now hare and make reooBaondatiene for icrroreneat. fhe following 
are eon# ©f the points tdiioh would hare to he dieonesedi 

(1) An analyst s of the concept of a national intelligence system 
a»A of the petition of a central intelligence organization. This 

would include an examination of the following problems. 

(a) flie role of ftepartnental intelligence in wartime and 

peacetime* Washington and oversea*. 

(b) the need for coordination of intelligence activities. 

(e; the need for coordination of Intelligence opinion. 

( 4 ) fho need for providing oertaln coamoa central services, 
including the collection of eoeret intelligence. 
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(2) ilhat eheuld be the structurel relationship of a central 
intelligence agency to the policy -making agencies of the Stovernaent 
is order to determine who should control the central agency and how 
the need for independence ia the central agency is to be reconciled 
with the need, to wake its work relevant to operational represent ® 
«ad of use to the policy ankers* This will require an analysis of the 
eo&aopt "intelligence is » function of ©osaond 8 and a deterai nation, of 
its relevance to our present problem*. 

(3) The question of personnel and leadership in intelligence, 
the proper balance between civilian and military participation and the 
need fer trained professional personnel. 

(4) 'ihe need for security a, ad how this is to be set. 

(5) The relationship of secret intelligence collection to 
the functions of coordination and whether these should be combined 
in the sr-iae organisation. 

(6) She relation of secret intelligence to secret operations. 

(7) or ®B.ni ration in peacetime and in war tie*. 
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gftapttr n- MaMsa iszJkUm&. MsUkaass*. 

Tbiu chapter weald oo»pri*o h description of the legal u'3 
•true t oral Bet-»up which we now have. Si would Include the following 

(1) Ar ansi}*!* of th® position of CIA «p defined ia the Sstloaal 
Security Act; the role ot the Director of CI‘ In relation tc the 
President sad the Bepertmeats. 

(2) III* intelligence reepOBtibilitics of the department*! 
agencies, including Kray, Hsrvy, Air Stnte, ABO, end -HC, 

(3) file regponethllltlee of the latlotml Security Council for 


the coordination of intelligence. 

(4) fhe position of the Intelligence Advisory Soaralitee. 

(5) the H. 3, feesuni cation* Intelligence hoard. 

U) An analysis of the principal existing directives. Inclosing 
the Eatioiu.il Security Cornell Intelligence directives. 

'i 

\ . 

Chanter IT. The Oraftni.mti.c.n. and feaeategent. ...aZJEL* 


13ais {diopter would Include tin over ell sketch of the organisation 
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ef CIA and §> detailed esaniBatlon and oealofttioo of its aanagerial 
**%-«*> and of ite aAmlnlfttratire operational the tHreetorate* 
Ad«lai#tr»tiQa and Xnapeetien wad Security* General 

Oomtftl. fSftftlttatloii of CIA aeourlty, adntniatration and personnel. 

m** Y &tL ' m -fay srertoto st 

taseiliaanao AatlTltlftft 

TlUift would include a d*4sil®l examination of th# organ!** 

ftfttioa and operation# of ICAFS, OGh and OKB (with reference to their 
eoordi anting functions)* aa appraisal of ClA*e aohiereftenta In 
coordinating intelligence aetiritiee end how this rasponamiity can 
heat he carried out. 

tt. cia* ■ Seftoonsi billtleg for the jS^liSSiLfflEUit 

fttdlllMM 

fhift wotdd InrelTft «n exaaln&tlon of CO and OSO* an appraisal 

«e 

Of their aeooepl 1 shaeut a and of tbo adequacy of the present 
organisation and reconaendationa for inproeeawnt. 
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**■ tt&U 

ttHRlll 1 » « CIA* i BesooaslbiUtv for tha JBri&mllflllfll 

fotalllaanca 

ffci* chapter would deal with 0KB* it* organisation* aotivitlea 
aad contribution* to the Intelligence picture, and what should he 
CIA 1 • Pole In evaluating Intelligence. 

QwteL XUUL gneniftl Onw^lflM. 

This weald cower the existing work of the Special Preoadare* 

Sranoh in CSC and the proposed erection of an Office of Special 
Projects in accordance with S9C 10/ 2, and include reooaaattdationa 
for saying then effective and relating then to eacrat intelligence 
and to goveraeimt pollelaa. 

pm 111 - fgl iwm,uGFF,c.i.,4£nms 

Chanter tl. The OepartBent of Stele 

An exactlnatlon of the organisation! strength and position of the 
intelligence agency la the Departeeat of St>»ta* including a defiai- 
lion of its fields of activity and an appraisal and reooasendatlonf on 
its relationship to Department of State operations* to other Department 
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*»1Q** , 

•ad to CU. Bpml Slat# !*?artaw»nt operations in relation to 
intelligence. 

9&&SL *• so BMrt—ftt o? m. M el 
Ttifl would to a siailar onnlyeie. 


flUttliS U* Sonartaoat of the tot 
fhie would to a tiail&r analysis. 


HI - Ponartaont of tho kit force 
This would be a similar analysis. 

I>AM n . ,«» M« 


fhia part Bl^at include chapters on the Joint Intelligence 


Conalttee, the Atonic fttorjsy Ceaasi scion, and the federal Bureau 
of Investigation, However* laatsraeh as our charter does not specifi- 
cally include these agencies, it would probably be better to refer to 


then in other appropriate eh pters rather than devote individual 


chapter® to each of then* 


PAW f - 8SXJM5fEi» ntQBJBie 

(far MHuople* the following) 
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SumltailSM, Jtoigaiq«ai _ 

[it ym are aim ittedte thie field which it highly doubtful) 


Mil*. 


fhl# vo old be an attempt to appraise the importance of 
ecmnuateeUoas intelligence la relation to the other sources of 
iatelligena® under present clreumstaaoes and t© examine whether there 
is eff entire dissemination of coesuaicaiions intelligence end whether 
it is being properly used in relation to other oaterials and to recommend 
improvements. (Perhaps this should be eubei tied in a ©operate report). 

ftaalg MS* ante MalUmsft 

This would be as examination of how basic Intelligence {«.». 
topographic, economic, industrial, etc.) of common concern to several 
departments is now handled and should be handled . 

Chanter XT. gallons! tRtemg6aqt. MtlM.tga. 

fhie will be an examination of the concept of national intelligence 
estimates, the coordination of Intelligence opinion and the way in which 
this problem Is being handled at the present time and should be handled 
at between CIA under $ u e national Security Cornell and the Joint 
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Intelligence Committee under the Joint Chief* of Staff. (It asy 
he poseible to cover these subjects in Chapters \ 7 and HI). 

gtoalfi 3SL 9mUT XfilgllLssagg 

This chapter would attempt to take ft cross section through tha 
various interested departments and agencies, including Otk, state. 


the Service department*, and the FBI, in order to appraise the 
effectiveness of activities and coordination in counter intelligence 

Matters. 


Mils MaaiUIfl laltfJ iXms&* 

there i« no special agency responsible for scientific intelligence 
natters, end there should probably be a epee lei chapter on this subject 
which would attempt to define what should be the respective responsi- 
bilities of the various department* and of Clk and the means of coa- 
aertiag their efforts. 

fluuJux miu , . Sw-M alias 

Examples, drawn from recent experience, of how particular problems 
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hftfiAltdt with roapoot to the eollociioa* •▼alantlca, 


25X1 aad ua# of iatelll£«c.e© 

mt u - msmm 


ua m - mmmasti 
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MOTES QB QUESTIONS TO BE CQ33I13SRSP IS THE 
COSCLU3IQNS OF THE SURVEY GROUP REPORT 


1 , @x Mi Position In tie Government as Established by the Rational 
Security Act 

2« CIA’s Functions as Established by the Rational Security Act 

3, The Coordination of Intelligence Activities 

4. Hie Production of Intelligence Estimates 
5* The Performance of Cannon Services 

6 , The Combination of Coordinating Functions and Operating Functions 
la a tingle Agency 

?. The Relationships Between Secret Intelligence and Secret 
Opera tions 

8. Organization and Administration of CIA 
9* Mobilization Plans 

10, Hie Coordination of Counter Intelligence Activities 
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These notes set forth, for purposes of discus eion, observations on 
some e? the principal questions which will have to be considered in the 
Survey Group’s conclusions . It is hoped that they will help define seme 
of the principal issues so that these can be kept clearly ia mind as w© 
work toward tbs completion of our report* 

u flUJLa foMn Sa ite greiraagal .atoini&f •» .to M&MttsiMl Samli* 

iti* 

the Sat tonal Security Act provides that CXA Is to perform Ite 
duties "under the direction of the Rational Security Council” and 
generally prescribes that CIA Is responsible to the ISC, In the 
light of the history of intelligence since the war, the ISO is seen 
for this ptrpose, as the successor agency to the Rational Intelligence 
Authority, which had supervision over CIC* During the discussions in 
1944 and 1946 on the creation of a central intelligence agency, the 
argument was very etrongly made that the agency should be made responsi- 
ble to the departments with operating responsibilities and It is to 
be presumed that it vet in light of this argument that CIS ms made 
responsible to the VIA and CIA is mow responsible to the H8C, 

In preetloe the ClAhas operated largely in an autonomous manner, 
with little control by the Rational Security Council, except ia such 
matters of interdepartmental coordination as CIA has brought to the 
attention of the RSC as required by statute. The acrimonious argument 
last fall a? to the proper status and function of the Intelligence 

' ‘V'r 

Advisory Committee (whether If i?M v to ^>e an advisory committee to the 
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Birec tor of Central Intelligence or a board of directors r'fpct'esenting 
the national Security Council), illustrated clearly the nature of 
the Issue t that is, to what extent CIA would be effectively controlled 
lay the various departments with operational and intelligence responsi- 
bilities * 

, In fact, the NSC has not given effective supervision to CIA, 

t wad the creation of the Survey Croup is a result of that situation. 
There has been no determination by the NSC of CIA adndnistrativQ 
and operational problems, although the NSC has, by ratifying the 
intelligence directives propose:' to it by the Intelligence Advisory 
Committee, determined certain Jurisdictional problems and procedures 
(the secies of nine National Security Council Intelligence Directives). 
Controversial issues, however, have either been resolved or side- 
stepped at the level of the Intelligence Advisory CouEdttee or haw 
been bandied by the Secretary of State or Secretary of Defense 
rather than by the NSC itself 


2003/j 
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It is because of the looseness of the control presently exer- 
cised by the NSC that proposals are frequently heard, particularly 
in the Military Establishment, for bringing CIA into “the chain of 
command", which is usually interpreted to mean placing it nnder the 
Joint Chiefs of Staff or the Secretary of Defense. In examining 
this proposal, a distinction should perhaps be made between its 
applicability to CIA ’s coordinating functions on the one hand and 


its operating functions on the other hand. It may be that CIA as 


a coordinator of 
Approved For Release 
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by the 



agencies concerned, 'out that CIA as an operating agency should 
be aero directly control lad by the departments. This problem has 
In fact* been recognised when the recant assignment to CIA of 
responsibility for secret operations was very carefully safe- 
guarded by provisions giving the Secretary of State and the 
Secretary of Defense controlling responsibility over thee© opera- 
tions. 

In this connection, it whould be noted that CIA does not have 
statutory authority to conduct operations abroad, but that these 
responsibilities have been given to it by the KSC, which has In so 
doing simply decided that certain ’•cannon services" should be per- 
forms d centrally. 

The Survey Group dll have to decide whether to recorasend 
any changes In the position of CIA in the Government. Such a 
recommendation could take several forma, such as proposals for 
amendment of the statute. If this appears necesaaryj an attempt 
to' define how, within the limits of the present law, a diffe entia- 
tion should be made between the various types of CIA activity! or 
a recommendation as to the status and responsibilities of the 
Intelligence Advisory Comnittee, Including its relations with the 
Joint Intelligence Coardtte© of the Joint Chiefs of Staff, 

2. CIA *a Functions a s Establ ished by the national Security Act . 

Under the Hational Security Act, the functions of CIA "under 
the direction of the JtSC" nay be summarised as foliar® * 

^ % *•* ; 
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(b) 


To ad visa the 
Government Intelligence activities. 

To make recommendations to the National Security 
Council for tho coordination of intelligence 
activities. 



(c) To correlate, evaluate and disceminte intelligence 
related to the National Security. 

(d) is directed by the National Security Council, to per- 
form common service# for the existing intelligence 
agencies . 

(e) As directed by the National Security Council, to perform 
other functions related to intelligence. 


Thus, CIA does not have the independent right of coordinating 
government intelligence activities; it c n only advise the NSC with 
respect to their coordination. On the otter hand, CIA is given the 
independent right to "correlate and evaluate intelligence relating 
to the national security", and It has been the manner in which CIA 
has exercised this right, through ORE, that has caused a considerable 
proportion of the criticism of CIA by the departments. Finally, to 
repeat eh at was said above, CIA has no right to carry out "operations" 
$§pionagQ, subversive activities) except as authorised by the 
National Security Council. 

Insofar as the statutory provisions are concerned, tte issues 
with respect to CIA's functions sight be summarized in the following 
questional 

(a) Does CIA have jsuf iicient authority to 

Approved For Release 2003/10/22*: CIA-RDP86B00269R000500050032-6 

- 4 - 



Approved For Release 


2003/1 0/^:^l||Rly|gB|)0269R000500050032-6 


eeordinate government intelligence activities* if 
its authority needs strengthening, could this be 
achieved within the limits of the present law? 

(b) Is it desirable for CIA to have the right given it 
by statute independently to correlate and evaluate 
intelligence* if not, does remedy of this situation 


require amendment of the law? 

(c) In as mu ch as the law does not specifically authorise 
CIA to carry out operations, but leaves this matter 
to the discretion of the National Security Council, 
shat statutory changes, if any, would be necessary 
If it ie recommended that CIA's res p ons ibility a for 
operations be modified? 


3. The sp°r&M&?M sLM&ULwsJ2M£k^* 

In developing the plane for CIA and its predecessor, CIG, the 
principal emphasis was placed on the need for coordinating the 
intelligence activities of tha various departments, so as to improve 
effectiveness and eliminate waste and duplication. It was felt that 
in the absence of a completely centralised intelligence structure, 
Which was held to be undesirable, a central agency should be respon- 
sible for developing and supervising a coordinated intelligence 
program, including collection, analysis, appraisal, and dissemination. 
The responsibility fur this task was placed on CIA, subject to 

departmental control as represented In the National Security Council 

Of-'tke /wtfcU.|4§SAjce£. 

and subjedt to dapsrtaontal advice/yas represented in the Intelligence 

4~’T 

Advisory Committee. 
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2a fact, CIA has place 
of collecting intelligence (©30 and 00 ) and producing its own 
intelligence (ORE) rather than on the coordination of departmental 


activities* The various Rational Security Council Intelligence 
Directi vac establish certain formal miles for coordination ran the 
basis of certain recognised responsibilities of CIA and the depart- 
ments respectively, but there has in practice been little s us tailed 
effort at coordination under the leadership of CIA* It is probably 
fair to say that CIA»e responsibilities and performance in the £Md 
of coordination have produced little substantial effect on the 
operations of the various departments. The directives which establish 
the basis for coordination are in most cases the result of so many 


compromises by the tiro they are submitted to the Rational Security 

Council f&rspproval tl t it fc questionable whether they give CIA 

the necessary authority to coordinate effectively, even assuming 

the ability and the will to do so were present. It is difficult to 

determine whether the, responsibility for this failure lies in defects 

of the present structure for intelligence or whether it is chiefly 

a result of the failure of CIA’s leadership to perform <££ mission. 

It is probable that this failure may be in part a consequence of CIA *s 

AcTiviTie^. 

natural preoccupation with its own operating and producin^rattasr 
than with the seemingly thankless task of coordinating the work of 
other agencies. 

An adequate appraisal at this difficult problem would necessarily 
have to define the areas of responsibility of the central agency and 
the departmental agencies respectively. At the present time, this 

•*, rF’#- - - 

V 1 
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definition Is not clear and not only is £herc duplicatiorTand over- 
lapping (not all of which is necessarily undesirable) between the 
departmental agencies, but now there Is the additional duplication 
and overlapping between these agencies and CIA* Our answer to this 
general problem will depend In part on our answers to the following 
questions* 

(a) Should CIA have the authority to coordinate intelligence 
activities «a Bfer* as at present the approval of the 
intelligence Advisory Committee and ultimately thp 
national Security Council? 

(b) Should CIA be regarded primarily as a coordinating but 
non-producing and non-operating agency, with the primary 
task of developing and making store effective the work of 
the departmental agencies? 

(c) Are the present National Security Council Intelligence 
Directives sound, based as they are upon the principle 
that there are certain areas of "dominant interest" 
assigned to individual departments, other ill-defined 
areas in which all the departments have an interest, 

and, finally, a loose coordinating responsibility assigned 
to CIA? 

P^gMg) Estimates. 

Under the law CIA is assigned the duty "to correlate and evaluate 
intelligence relating to the national security". In practice, this 
has meant that CIA has produced a fairly lar&s quantity of paraphrases* 
summaries, and appraisals of intelligence questions, large and small. 

gf , f*'~ “ * 
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It bat used for this purpose its awn material and all of the intelli- 
gence sat terl a l available to it from other agencies* For the most 
ps2>t| this work has been done by CIA independently and on its own 
responsibility although, to some extent, in consultation with the 


departmental agencies. In general this work has not been done in 
response to the known requirements of the policy makers or in light 
of <wr own plans. This CIA product has been disseminated to the 
various ccnswnsr agencies who in general have looked upon it as a 


possibly useful, sometimes annoying, and always secondary contribu- 


tion to their own requirements. 


There is, at the present time, no coordinated procedure far 
producing what might be called national intelligence estimates. 
CIA has done this to a very limited extent, as pointed out above. 
The Joint Intelligence Committee, representing only the Armed 


Services and the specific planning requirements of the Joint Chiefs 
of Staff, has produced broad eetiiaate% but without any participation 
by the State Department and only with the benefit of comments by 
CIA and not full participation. Finally, in the State Department 
the Flans and Policy staff in particular is concerned with broad 
appraisals of the world situation and political estimates of 
Soviet Intentions. Thes< 

Department purposes, but 
Rational Security Council channels. However, there was still no 
bridge between the State Department and ths Joint Chiefs of Staff 
in this respect. CIA has not served this purpose and it is apparent 
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that CIA, as it presently operates, is incidentally useful, but in 
a one respects superfluous . 

In order for estimates to be effective, they must meet certain 
conditions* 

(a) They must be pr e pared with a full knowledge of ou* own 
plans and operations , 

(b) They must be relevant to our current operational require- 
ments* 


(o) They must combine Joint Chiefs of Staff and State Department 


thinking and requirements* 

The issues with respect to estimates of particular and even 
technical matters are very mush the same and it can be said that 
today, with the exception of the field of atomic energy, there is no 
established procedure which fulfills the above requirements. There- 
fore, the problem with respect to thn production of intelligence 
estimates may be summarised as follows t 

(a) Does the CIA, act presently constituted and as it now operates, 
serve to produce or to coordinate the production of intelli- 
gence estimates? 

(b) Haw should the inter-relationship of the CIA, the JIC, 

and the State Department be readjusted so as to oorrect the 
present situation? 


(c) Gen these adjustments be made without altering the present 
methods of operation of the Joint Chiefs of Staff and the 
rel tiona between the State Department, National Security 


Council, and Joint Chiefs of Staff respectively? 
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In establishing CIA, it was recognized that there ware certain 
eoBBson intelligence Hatters which could more effectively be handled 
In one place, and the National Security Council was authorized to 
determine what services of this kind CIA should perform. By virtue 
Of these provisions, the CIA has^b*^ ^thor^d to conduct espionap , 
secret operations. 


and establish a bio* 


graphical register of scientific personalities. CIA has also de- 
veloped certain activities which, while hot specifically authorized 
as common services, operate, in fact, as such, such as the Foreign 
Documents branch of 00 or the Hap Branch of ORE, 

In general, there are two kinds of common services— -in the 
first place, those which are operational, such as foreign espi onage . 





the performance of background research in which several 


agencies have an interest, for example, transportation, Coranunism, 
indus trial facilities, petroleum, scientific developments, etc. 

Ins toad the ^as~c intelligence ^roup of CffiB has assumed a coordinat- 
ing function for the purpose of assisting and guiding all cf tbs 

participating agencies in the production of that form of hanH^ 

. > A t 
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for which cash is qualified • 'Sims, by •mmry 

dot' tied. of responsibilities* individual agencies 

throughout the government rre sad# respeneible for keeping is$~ 
to-date particular fields of intelligence end for asking appro- 
priate contribution# to the national Intelligence Surreys* which 
CIA is to edit and produce in final for*. One result of thiB 
arrangement which is not a comprehensive assignment of responsi- 
bilities for all purposes, is to be that many agencies are engaged 
in fee ease type of work, even though only one of them may be for- 
naliy responsible for contributions on the sub J ect to the National 
intelligence Murreys. It would be difficult, for example, to know 
to which single place to turn in order to hare authoritative infor- 
mation on s uch subjects a# world ecKmiUi foreign developments in 
electronics, foreign petroleum facilities, transportation facilities, 
etc. Although the problem does not seem to be alive in people** 
Blade, the question will be raised Aether tfci' ir c. satisfactory 
state of affaire, 

• must, therefore, answer the following questions! 

(a) Whet common services concerned with background reference 
and research should he centralised? 

(b) feat background reference and research activities should 
be coordinated centrally? 

(c) that should be the machinery to achieve these purposes? 

The other kinds of common services are the operational oneai 

- foreign espionage, secret operations, and 

There is, at the present time, no serious 
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controversy regarding these ’Is generally recognised that 
they should be performed centrally. Arguments heard at various 
times that there should be several espionage services are now 


seldom heard 



today is not whether they should be performed centrally, but rather 


tbs following: 

25X1 (a) Is the existing arrangement satisfactory whereby | | 

25X1 | emaKB^a n#Wiw« — " i 11 nlfftd Ollly 


are separate offices. 


be the Directorate of CIA? Should there be a closer 
relationship between them? 



remainder of 00 (Foreign Broadcast ami. Intelligence 
Branch and Foreign Documents Branch) and joined in 
some Banner with the intelligence operations work of 
080? 


(e) How should these centralised common operations be set 
up in relation to the coor di nation of intelligence 
activities and the coordination oaf centralization of 


of intelligence research and reference functions? 







By virtuo of the provisions of the National Security Act which 
assigns certain corrdinating functions to CIA and authorizes the NSC 
to assign to CIA certain coat-ion sendees, CIA now coabin.es both coordina- 
ting and operating functions, the ona^4ssigned by statute, the others 
by the N5G, When the reorganisation of intelligence was being discussed 
in there was much debate as to whether the central agency should 

combine coordinating and operating functions. It is not clear why the 
decision was token to combine them, although it dons seem clear that 
the principal responsibility of the central agency was to be coordination 
and that one reason why the agency was permitted to engage in operations 
was that there seemed to he no satisfactory alternative* 

There is no intimate relationship between CIA’s operating functions 
(the collection of secret intelligence abroad and the new secret opera- 
tions activities) end its other functions* CIA’s secret activities 
abroad are not carried out on behalf of the other parts of CIA but on 
behalf of the principal operating agencies of the Government. If, as is 
probable, ..e propose to recons&sad c change In the functioning of ORE, 
the relationship with OSO will become even less close than it now is* 

The arguments against combining these two types of fun tions might 
be summarized as follows) 

(a) Tbs' security of secret operations is Jeopardized as the 

result of being part of an a^|jejtyQ4£ tijis other, less secret, 

■* 1 $» % . wfi-XC '1 
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(b) There is no inherent relationship between the two types 
ef faaactions f one of w ich is a service function perfcrased on 
behalf of the operating agencies, and the other a coordinating 
function performed in a sens® to control those agencies, 

(c) As a result of combining the functions, the coordinating 
responsibility is neglected because the operating function Is in 
m ay respects easier and more fascinating, 

(d) As a result of being associated with & coordinating agency, 
the operating functions are not performed with sufficient regard to 
the requirements of the departmental agencies. Consequently, for 
example, the Department of State does not feel that it has any 
particular responsibility for CSC and, as another example, the 
establishment of a satisfactory status for the new Office of 
Special Projects could only be arrived at by recognising the 
principle of departmental control over the operations. 

Although the operating functions could be removed from CIA without 
•sending the law, this night be regarded as a violation of the intent 
of Congress, The question would also arise whore to place tha operations. 
It is possible that they could be placed more directly under tha control 
of the Secretary of State or Secretary of Defense while still using CIA 
as the administrative channel for funds and as providing the legal 


authorisation, 

?* the Relationships Between Secret Intelligence and Secret Operations 

this problem has already boon dealt with to some extent by the Survey 
Group in its Interim Report Mo# 2, which coraraented on iLtional Security 

proposals for secret operations, D] 

w* 


^.^arrangements finally 
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established, secret intelligence and secret operations are two separate 
offices within CIA, with their respective Chiefs on the mm level be- 
neath the Directorate of CIA* It is difficult to predict how this will 
wsrk out in practice and whether the Director of CIA will be able to 
give these two closely inter-re la tod activities the necessary coordination. 

It is obvious, however, that the relations between those two activities 

4j 

are closer than, for example, those between QSO and OCX) or\0SP and 
ORE, and that the present structure does not recognise this. It is 
else tame that these two activities are of major importance to the 
natio nal interest and to the conduct of our foreign policy, whereas 
under the present arrangements they are submerged under a bureaucratic 
hierarchy and placed at a level no higher than that of other activities 
Of much less importance. The final report of the Survey Group will have 


to consider this relationship and propose appropriate recommendations 
for close coordination of there two activities without jeopardising the 
security of their respective operations, 

8. Organisation and Administration of CIA 


W# *111 have to consider the standard* which should govern the 
selection of top personnel in CIA. tie will probably want to reconraend 
that they should be primarily civilians, that there should be continuity, 
that they should be persons of broad experience md including, if possible, 
intelligence experience * Military personnel should be detailed to the 
organisation but should not normally occupy tho positions of principal 
responsibility. It is questionable whether our reconmndationa in 

regard to individuals now occupying certain posts should be Included in 

a *■$, i i ^ I, S 

our formal report to the H$C. | 
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will have to consider -what alwufcd thf proper stiKdards for 
the administration of an intelligence agency# Among them are flexibility, 
security, oospactneas and an intimate relationship between management 
and operations. It 1* questionable whether CIA satisfies any of these 

criteria. 


!e will have to give consideration to the question of security# At 
the present time security of CIA seems to bo jeopardised by tho also of 
the organisation, the variety of its functions, some of thorn highly secret, 
otters much less so, the survival of some of tho CBS' methods of semi-overt 
operations and certain bureaucratic requirements, 

% will want to consider the status within CIA of tho various offices, 
their relationship to the management and to the outside agencies with 
which they have dealings » In general, it can be said that these "offices” 
are not comparable in nature or in importenoe, that they are too much 
dominated by tfcs adrd. nistrativo and bureaucratic consideration^ and that 
they are impeded In their relationships with other agencies. 


Mobilisation Flans 

The final report should include an appraisal of the present plans 


of CIA and the other agencies for mobilisation in tho event of an 


emergency as well es recommendations for their improvement# The informs— 

25X1 

tlon now available on this point is fragmentary. This problem includes 


Iho Coon&natlon of Counter Intelligence Activities 


Ms have hitherto paid relatively little attention to counter 
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intelligence and do not yet haVi^ the facte on which to bai^benteiive 


conclusion®* Among the points which should be covered ere* wnether 
counter Intelligence lies been given sufficient support in 060 , the 
relations between CIA and FBI, responsibilities for counter intelligence 
research, relationship of counter intelligence operations to deception 
and psychological warfare, and the various plans and operations of the 
Service agencies in the counter intelligence field* 
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X. Organisation 

Xb os# major respect the intelligence organ! cation of the Department 
Of Stott differs from tb# intelligence agencies of the ailitsry department# 
and fro* the Central Intelligence Agency itself: it is an intelligence 
agency within an intelligence agency, fhis fact, M&ieb must be understood 
at tb# very outset, conditions shat it does in the Department , determines 
it# #t#tus there, and may wall control its future. It cannot be overlooked. 

Since the tin# of fhoma# Jefferson, Charles Pinckney and John Jay, 
the Department of State has been receiving information from its representa- 
tives abroad on the political, military, social and economic posture of 
nations. Item the formal and limited reporting of the "diplomatic corres- 
pondence” of the eighteenth century, this flew of information on events 

t ' 

abroad has green to the vast flood of data on all subjects and all develop- 
ment* which now reaches the Department of State on each day. At least since 
the Civil War, American diplomacy has stressed the collection of information; 
and American foreign policy has been formulated Increasingly on the basis 
of knowledge of the situations with which It copes. 

It is upon this old, honored and enormously ramified organism for the 
Ptlledtlcn of information Aron all parts of the world that the present Re- 
search and Intelligence organisation of the Department web superimposed in 
September, 1945. It came, in effect, full grown, since it represented the 
bodily transfer of the la search and Intelligence (MA) and Presentation# 
staffs of the Office of Strategic Services to the Department. Because it 
had been created outside the Department, and because its functions importantly 
Approved For Relea 
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**11*4 "intelligence" *«*«ed at the very least to parallel those already 
discharged by the political offices since the time of John Hay, it was 
set with suspicion and aloofness from the start. Its separate character, 
and its status of "not belonging" hare clung to it since, and cannot he 
ignored in any consideration of its possible future. 

The leteareh and Intelligence staff has already, in the three years of 

its attachment to the Depart sent, endured organisational vicissitudes which 

■nay of its members hare considered out of proportion to its shortcomings. 

Its first Chief, Col. Alfred McCormack, formerly of &-2, introduced it to 

the Department as a unique and extea sire service, 'which would alter existing 

arrangements to a decisive degree. Sis pertinacity, and the breadth of 

aetiritity he envisioned for the organisation, failed to impress the senior 

authorities of the Foreign Service If not the Department, and he retired to 

the practice of law in 1940. Hie smceetor was Colonel William $ddy, D8MC&, 

former president of Hobart College and an officer with a distinguished record 

in foreign Intelligence operations in Africa prior to ths invasion of 1942. 

Under his leadership, the intelligence organisation was broken up and its 

research personnel— virtually its entire staff of substantive analysts— were 

placed under the administrative control of the political offices of the De~ 

partment. The "Hus sell flan" of organisation, as this arrangement named 

after Assistant Secretary Donald A. Russell was called, was reversed in 194? 

when the present Research and Intelligence staff emerged. Col. Sddy wae in 

tarn succeeded last year by Hr. Park Armstrong, a former economic analyst 

and 9-2 officer, who was appointed Special Assistant to the Secretary for 

Research and Intelligence {"&*}, with status equal to an assistant seerf^B* 
The rather violent changes in its organisation, Its newness and strangeness 
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ft the Department , and the shadowy distinction between the collection and 
analysis of information la the policy offices of the department, and that 
securing la the Intelligence area, have continued to mould its position, 
and to shape its function and degree of responsibility. 


Petition la the Department 

lifers examining in more detail precisely what role the & organisation 
plays la the Department, It is aecessaxy t^ locate it within the larger la- 

■ t -as::-. 

t diligence organise of which it is a constituent part, the Depsrtment itself 
•emprises fire major branches which f craniate A merlons foreign policy. Chief 
if these and occupying a position of preealaence with respect to other policy 
staffs. Is the Political Affairs branch, which undertakes the study and form- 
ulation of foreign policy in the political sphere, lie activities are con- 
ducted in intimate relation with those of the Policy Planning Staff, an 
egeacy attached directly to the Secretary and Odder Secretary, but concerned 
with all phases of policy, and with particular responsibility for the pro- 
jection of policy into the strategic future. 

the four remitting tranche b are functional* They deal respectively 
with Occupied Areas, United Vatican, leonomie Affairs, and Transportation and 
Oemmunieation. Serving these staffs who collect and refine information but 
which also sake policy decisions are the administrative and Legal Affairs 
branches of the Department , and a considerable establishment devoted to Pub- 
lic Affaire, the activities of whioh range from the publication of historical 
material » dealing with American foreign policy to the hotly contemporary 
•Voice of America,* Among these staff or service organisations, Whose func- 
tion It is te assist the policy offices, but not to make policy, is located 


£• Research and Intelligence staff. 
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$b| function of the Special Assistant— and of bis organ! i»t ion — 1 s 
defined acre or less a» follow* In tho official barter! 

(a) f© advise and assist the Secretary in the development and imple- 
mentation of a cossspreh entire and coordinated foreign-intelligence program 
fer the TSaitsd States. 

(b) So develop and Implement a coordinated program for positive foreign 
Intelligence for the Department, including procurement of information and 
the production of intelligence studies and spot intelligence. 

(«> So imitate and develop* in collaboration with appropriate geo- 
graphic * functional and administrative offices* such instructions to the 
field as nay he required for departmental and national intelligence programs. 

{d} So determine which of the information and materials flowing into 
the Department are required for the production of timely intelligence. 

{*) fe adopt special security measures as required hy the nature of 
'the wort^performed. 

(f) So serve as the representative of the Secretary on the Intelligence 
Advisory Committee and other inter-ageney intelligence committees. 

She it e search sad Intelligence branch thus performs a staff function* 
hut not an intelligence staff function strictly analogous to those discharged 
hy in the Army and GHI in the lary. "for as mentioned earlier. Research 
sod Intellig ence is an intelligence agency within an intelligence agency, 
which also performs policy* or operating, function*, fhus al though Re- 
search and Intelligence is directed "to Implement a coordinated program for 
* 

positive foreign intelligence" ia the Department* no distinction is made 


a 
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between the information which it 007 thus secure and that which normally 
flews to the Department from its Missions and individual a representatives 
abroad . The Anti®* of he search and Intelligence are not unique in the 
Depart sent as are similar duties perforaed by S-2 and OKI in their respec- 
tive organisations. *Tor does Research and Intelligence enjoy in fact the 
•an status as its military opposites in its responsibility for keeping 

policy-makers informed. Instead of being the sole source of information or 

1 : 

of finished intelligence reports* it is merely one source which my he em- 
ployed if the policy-makers so desire. It has no necessary or unchallenged 
right to contribute to the steady of policy problems; or, stated, in another 
way, it has no right to lnaiet that it be consulted in connection with the 
making of policy, like the extra gear of a motor vehicle, it soy be em- 
ployed or not employed as the nature of the situation and the convenience 
of the policy -makers seem to dictate. That this is not an altogether ideal 
arrangement,., either for Research sod Intelligence or for the pel icy -makers 
themselves, will be indicated In some detail later In this paper, in the 
meantime it any be postulated that R has no policy function of ite own, 
mad no right to demand that it be consulted or its reports reed. Having 
thus indicated its se||iag and something cf the nature of its responsibilities 
let ns describe the organisation end structure of Research end Intelligence 
me it now exists in the 'Department , 


Organisation 

She Office of the Special Assistant comprises Mr. Armstrong and a 
personal staff of five assistants. Their functions include administration 
mad. security, representation of the Department with the Central Intelligence 
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Agency (ICJRS), and aertain enbetsntivs responsibilities in approving re- 
ports prepared at lover level e and granting concnrrence to CIA staff intel- 
ligence studies, ?lac«& with them, hut without administrative or other 
eandtr responsibilities, i» a staff of intelligence analyst a desling with 
especially sensitive material*. They serve appropriate officials of the De- 
partment with reports hated upon such sources, and represent the Department 
on groups responsible for the sources themselves, 

Jelov this senior echelon are two organisations at the office level 
where intelligence collection and analysis is performed. These are, respec- 
tively, the Office of Intelligence Research (oil), and the Office of Libra- 
ries and Intelligence-Acquisition (OLI), formerely Office of Collection and 
Si s seal nr t ion. Most references to "State Department Intelligence* are to the 
firmer ( since OtR prepare* and Issues the reports which comprise the largest 
part of the branch ’ p contribution to the Department. 

The Office of Intelligence Research, in which the substantive work of 
the branch is performed, is directed by Mr. Allan Ivans, a medieval historian 
f orsftly - member of the OSS MA staff. Be has two deputies. The senior 
level of 0X1 comprise? an Intelligence Coordination Staff of six persons, 
whose functions include editorial review of intelligence reports of all kind, 
programming of research promote, development of plane for future operations, 
liaison with CXa (o m) and other agencies and related duties. 

fedar this staff operate the four regional divisions and on® functional 
division which contain the bulk of the personnel and perform the substantive 
analysis of the organization. These are the Research Divisions covering 
political aid economic matters in the American Republics, Soropa, the Hear 
feet and Africa, and the far last, each corresponding in scope to the 


— ft— 
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geographical area covered by the political office of the Department which 
in the satin it serves. la addition, one functional division, dealing with 
International and functional Intelligence (in), is included, tte purview 
Includes food and agriculture, Industrial and natural resources, population 
and labor, social and cultural affairs, trade and finance and transport and 
communications. «hea appropriate personnel can he found, it will include 
study of world communism among its activities* 

the Office of Libraries and Intelligence-Acquisition (OLl) it the other 
major organisation under the Special Assistant. Its chief is Col. Seorge I. 
fearing, Jr., a former Air Intelligence officer, \Ao has one deputy. Under 
hi m are three divisions, on the sane level •** the research divisions of Clfi, 
and to a large degree serving then, they are as follows. 

the Division of Libraries sad Deference Services represents a recent 
merger of the State Department Library and the Deference Division of Re- 
search and Intelligence. The formor, staffed by sons 35 persons, conducts 

i 

normal library services, such as book-lending, bibliographic research and 
sene factual research from reference works. The Deference activity main- 
tains the central file for intelligence material Research and Intelligence. 

At present it is receiving some 50,000 Items per month for recording. Index- 
ing and filing* Because of staff limitations, it is currently able to pro- 
cess completely only about 20,000 of these items per month. The remainder 
art merely filed. 

fh* Division of Acquisition and Distribution procures and distributes 

i 

information requested by 0|D, or received from departmental and other sources 
according to established procedures. It also serves as the Channel through 
Which requests for intelligence materials available to the State Department 
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are received from other intelligence agencies. It control* the field 
activities of Map end Publication Procurement officers located in various 
?S missions in all parts of the world. It transmits the requirements of 
various government agencies to these Individuals, and receives front then 
the Materials they have collected for distribution among intelligence and 
ether agencies* such as the Library of Congress and the foreign Documents 
Branch of CIA (00) * of the government. The Map Procurement activities are 


25X1 
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25X1 

25X1 

25X1 


25X1 
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the Division of Biographic Information maintains the Department 1 s cen- 


tral file of information about individuals in all parts of the world. 






Responsibility for preparing abstracts 


©f the information in its fields for ux ty all offices and divisions of the 
Department is retained by the Division* which to this extent performs a sub- 
stantive function of the sort otherwise assigned to 0IH. 


the Special Assistant has recently add ed a second deputy to his staff 
whose function will be to take over and direct certain activities now con- 
ducted by the Division of foreign Activities Correlation (FC), Although the 
nature of these duties is still uncertain, it seems probable that they will 
Include centralisation of liaison functions with other intelligence agencies, 
and the conduct of security operating ^ 

Some current intelligence activities may also be under- 
taken under the auspices of this deputy* but their character is not entirely 
dear. Bo basic organisational changes are expected to occur as a result of 
the addition of these tasks; the personnel conducting them will probably be 
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merged with the preseat CIS and CLI, 

Overseas activities of Research a nd Intelligence are United to those 
performed by Research Attaches and Hap and Publication Procurement Officers 
located In U8 missions abroad* At present 14 research attaches and 10 pro- 
curement officers are overseas* and positions for 14 additional officers are 
tentatively available, fheir duties will subsequently be described more 
fully* 

Budget 

The overall budget for Research and Intelligence for 1949 amounts to 
$3 ,170,000. This is broken down as follows j 


Personnel 

Budget 

Office of Special Assistant 

51 

$254,0(50 

Office of Intelligence Research 

292 

1,378,000 

Office of Libraries and Intelligence 

146 

527,000 


The Department Library is not included in the present Research and Intelli- 
gence budget. The soua of $460,000 has been allocated to cover the activities 
end salaries of Research Attaches and Hap and Publication Procurement offi- 
cers by the Division of foreign Service Personnel from its own funds* Present 
plans anticipate the allocation of $350,000 to $450,000 (depending upon the 
volume of work to be accomplished) to OXR for work on the Rational Intelligence 
Surrey series during its first year. This money will be provided by CIA, and 
will assist Research and Intelligence to produce its agreed contributions to 
the SIS basic intelligence series. 

It should be noted that the 51 individuals listed as comprising the 
office o? Special Assistant include 36 persons who are actually research 
analysts dealing with special source Intelligence material, and are not 
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administrative or senior-level personnel, for security reasons they have 
not been placed with OIB where the nature of their duties would normally 
see them placed. 

Research and Intelligence originally requested $ 2 , 400,000 for 1949, 
hat were cut by Congress individually, and shared in the overall five per 
cent reduction in budget of the entire Department. The latter was admin- 
istered in such a way, however, that the R reduction was nearer lSf> than 5 $, 
a source of considerable chagrin to the staff. OXR in particular has felt 
that the redaction was both discriminatory and crippling, since it came at 
a time when demands upon the organisation were increasing. Although thare 
Is no cle:r evidence that the Department has sought to penalize Research 
and Intelligence through it* budget, it is apparent that for the Department 
as a whole, the R budget is expendable. 

Prospects for fiscal 1950 are for little improvement in the budgetary 
situation. Hot only ie the Department reluctant to increase the size of 
Research and Intelligence at a rapid rate, but the organization has had some 
difficulty in convincing Congress of its needs. 


- 10 - 
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IX. function# and Activities 


Area of Intelligence Responsibility 

The single great problem of intelligence in the Department of State 
l« to know when the broad Intelligence function of the Department itself, 
ehiah we hare described earlier, leaves off, and share the peculian intel- 
ligence function of the Research and Intelligence staff begins. If nay 
simple answer could be given to this problem which would be acceptable at 
once to Research and Intelligence and to the lntelligence-cum-pclicy staff 
ef the Department, most of the difficulties which now lie in the way of the 
latter would disappear. 

Many of the difficulties stem from the fact that Research and Intel- 
ligence has a broad function of "developing a program of foreign intelligence* 
for the Department, at a time when the Department already has a broad— and 
traditional— program of intelligence acquisition and analysis conducted by 
its missions abroad and it# policy officers in Washington. If, however, it 
were merely a matter of Research and Intelligence duplicating the precise 
intelligence function of the policy officers, it would be simple to eliminate 
the staff and ©How matters to continue in the Department as they have for 
the last 80 years or so. 

It is not as easy as this, mainly because the policy officers, by 
definition, are not only intelligence officers, but also policy officers. 

In the military sense, they are both intelligence and operations officers; 
even commanding officers. They collect and analyse information; but they 
also decide what to do about the intelligence with which they thus provide 
themselves. This dual function clings to officials throughout the several 
policy offices, so that the same man is both intelligence analyst and policy 
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initiator* Hia double responsibility, moreover, means that he can never 
give undivided attention to problems of intelligence analysis over an 
extensive period of tine, and that by the necessities of Ms position he 
is driven to accept a mors or less rapid analysis of a given subject 


*hich any differ markedly from conclusions which might be reached, as a 


result of more intensive and protracted study* 

It is here that Research and Intelligence assumes a function which 


is genera ll y conceded throughout the department to be rightfully its own* 
the production of "research in depth," or of broad factual studies which 
the policy officer's have no time and perhaps not the temperament or 
abili ty to make, but which may substantially assist the making of policy 
decisions on broad questions by means of better understanding of the 
problem* 

There is a second function which Research and Intelligence has 


tended to assume in the past, and may broaden in the future, which 
like wise is not seriously contested in the Department. This is the 
responsibility for serving as a point of contact with the Department 
for the intelligence agencies of the military services and for CIA. 

Sven now, contacts with these agencies on different matters are con- 
ducted by divisions outside Research and Intelligence* It does have, 
however, responsibility for dealing with CIA on behalf of the Depart- 
ment, and for a large share of contacts with other departmental agencies* 
At the same time the Division of Foreign Activity Correlation (FR) 


maintains its own separate contacts— -which R may shortly assume, how- 
ever— -and the political affairs divisions have informal relationships 
with departmental agencies* To a considerable, and probably to a 


growing, extent. Research and Intelligence guides and conducts the 
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Intelligence Requirements 

In carrying out its research responsibilities, the staff either 
re cei ve s the assignment of topics to be studied from policy officials 
of the Department, suggests them itself, or prepares studies and reports 
without prior request or indication of interest but merely because it 
has the information or believes the matter is important, 

Is any event it must review available information before beginning 
a report or study, and decide whether additional material must be secured. 
For this purpose It has the full resources of tee Department to rely 
upon, and has its own authority to n determine which of the information 
and materials flowing into the Department arc required for the pro- 
duction of timely Intelligence. * If these data are insufficient, how- 
ever, it must prepare lists of intelligence requirements as a guide 
to the collection of additional date in Washington or the field. 

At th is point OLIA enters* requirements initiated by OIR are sent 
there for collection of the desired materials, OLIA decides where the 
material may best be obtained, and how this may be accomplished. If 
necessary, ©CD approaches other departmental intelligence agencies 
direct in order to satisfy OIR requirements! and it does not invariably 


report OIR requirements to the CIA OCP as a matter of routine so that 
they may be coordinated with other like requests which CIA may have 
received. Coordination of requirements, indeed, is rather rudimentary, 
so that nothing exists at present to prevent the issuance of duplicate 
sets of requirements to the same departmental agency by, for example, OIR 


and ORE through their respective OCD’a, 
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a»^»ra of the two agencies, while fairly healthy, la not sufficiently 
regular or efficient to provide as effective safeguard against thl a foms 
of overlapping* 

fl'i’feM.a the Departs® nt itself there is one check on OGD*s activities* 
Although R® search and Intelligence has authority to go to the field to 
obtain the materials which it needs, officials of tho geographical 
divisions may veto the Issuance of certain intelligence requests to 
field sdsslona if they duplicate requests already sent, are of lower 
priority than other information which the mission has been asked to 
supply, or involve too much time and difficulty for the mission. 

It should be pointed out again that the functions of or.Tft i n 
securing information from State Department sources is not lim ited to 
satisfying requests from OIR* The Office performs a similar function 
for departmental agencies, who make requests for State Department in- 
formation directly to it* It also serves as the coordinator of require- 
aente issued by departmental agencies and non-IAC agencies to the 
Publication and Map Procurement officers which operate abroad under 
Research and Intelligence auspices* 


Collection Activities 

9y far the largest single source of information av aila ble to 


Research and Intelligence is the cable and pouch reports of State 


Department representatives abroad. Uot all of this material is furnished 
tp OIR, however, despite R»e authority to determine its own requirements 
for “the production of timely intelligence*" The most sensitive items 
are withheld entirely until they have been declassified or have been 


displaced in importance by subsequent reports* Others are mads available 
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to Mr^'TxTnotrong or hi* top officials only on a personal '•©yes-only" 
basis* While it Is true that the latter officials or their deputies 
may make the contents of these reports known to working-level analysts, 
the latter do not have full access to the material, or the right to 
Include it in their reports* The failure to integrate the research 
activities of the Department with polity questions in some part results 
from the lade of effective contact of OIR with high 0 policy conrauni cations* 
la addition, OUt is excluded from high-grade operational information 
originating in the War Department or other parts of the Defense Establish- 
ment, ORE, which also fails to see these reports, does have somewhat 
better facilities in the Department than OIR itself has) and a certain 
amount of information bootlegging goes on between ORE and OIR, There 


is some evidence to suggest that S£r, Armstrong does not knew to what 
extent his organization is excluded from this and other sensitive re- 
port material* 

Aside from these categories. Research and Intelligence receives 
a flow of row material from CIA and departmental agencies* These in- 
clude naval, military and air attache reports) and the ordinary report 
material of CIA (00) and (SO)* In addition. Oil undertakes to tap the 
resources of other federal agencies in Washington, and in doing so has 
the active assistance of analysts attached to OIR, many of whom are 
intimately familiar with the information resources of such agencies 
as the library of Congress, the Departments of Agriculture and Coaraerce, 
tiia Bureau of Mines, etc. 

There doss not appear to be excessive red tape or delay in 0LI*g 
collection undertakings . Heverthelees, the organisation appears to 

serve only a limited part of the State Department rather than the entire 
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Information need* of the various policy of fleas* This is partly a 
failure to 1st the policy people know of the service which OLI can 
providej and partly a recognition of tho fact that the policy offices 
ara acous toned to make their own field collection request# without 
reference to He search and Intelligence, OLI also ignores any claim 
which CXI may make to preeminence In the field of intelligence collection. 
This say not always be a serious defect, because a number of State 011*8 
requests do go to CIA, where they are automatically coordinated with 
those of other agencies by means of CIA*e rather unwieldy mechanism. 

But in a considerable number of Instances when OLIA makes a direct 
approach to other agencies, or to the Departments missions abroad, 
the possibility that other agencies may have parallel Interests Is 
largely overlooked. Similarly, the mechanism In the Department for 
screening duplicator^' or too extensive requests for collection abroad 
seems to depend as much upon the good memory and good sense of policy 
division personnel as it does upon any properly established procedure. 


Research Attaches 


The collection function of Research and Intelligence is not car- 
ried on exclusively in Washington, As indicated earlier, some lit 
research attaches are now serving in various missions in different 
parts of the world. Their work is carried on under the general auspices 
of Research and Intelligence in the Department, and is essentially to 
conduct field research activities into particular problems of a stra- 
tegic nature. In theory, they are supposed to be free of responsibility 
for conducting the daily business of the mission to which they are 
attached, but instead are to concentrate on detailed study of the problems 


Approved For Release 2003/1 


QO&- c ^-g9 p 8^B 8 ^ y R ^0|(|j |(| 32-6 



Approved For Releas 




9R000500050032-6 


assigned to them* Those tasks may be such things m the long-term 
economic changes in a given country, or the study of population 


distribution and trends# The attache will be encouraged to make use 


of nil materials and resources which he can find in the local area, and 


expected to make one or more rather basic reports than a series of 
limited reports covering no ’Tore than phases of his subject* 

Althou gh gratified at the opportunity to send researchers to 
field stations, OIR has found that in practice some tendency exists 
to incorporate research attaches into the normal working staff of 
the mission* The effect is that the individuals ere so laden with 
routine functions that they have only limited time left in which to 
perform their prime function of research* On the other hand the 
policy officers tend to deprecate the tendency of functional units 
of the Department having "their own little Foreign Services" apart 
from the normal staffs of missions* The gravity of this objection 
ap pears to be not very groat* On the other hand, the research attaches 
have yet to prove the fundamental soundness of thoir function* 


Production 

The test of any intelligence agency is its product! how apt, 
how prompt and how well reasoned it is* Before it is possible to 
consider the adequacy of the reports prepared by the Research and 
Intelligence staff, it Is necessary to describe what reports are 
prepared, and for what purposes. 

Consider the latter factor first. Actually, the purpose of all 
of reports prepared by QlR (the reporting unit of the branch) is not 
as simple as the original definition of the "R* functions would indicate* 
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It was observed earlier that one of these functions was the production 
of "research in depth," to assist policy officers in dealing with knotty 
problems which could only be approached on the basis of thorough 
knowledge of the situation, both as to its origins and its present 
implications. Actually, however, the Research and Intelligence leader- 
ship has tended increasingly during the last six months to consider its 
task only partly done with the production of research, either on broad 
or limited topics. For some time it has fostered the production of 
reports which are much more in the nature of "intelligence” rather 
than "research," although baaed upon the latter. For example, OIR, 
having prepared an exhaustive study of changes in land tenure behind 
the 3ron Curtain, say also write and issue a brief (300-600 word) 
"intelligence memorandum, n which recites only the conclusions the 
researcher has drawn and their possible implications in terms of 
American foreign policy. Thus OIR adjoins to its acknowledged function 
of producing "research in depth" a further function of "action” 
intelligence, which have more or less immediate bearing upon policy 
problems confronting the Department at the moment of writing. 


OIR and Estimates 

This broadened interpretation of the purposes for which it pre- 
pares Intelligence has changed the character of Research and Inte llig ence 


from that of pure research to something more nearly— but still not 
eawctly—approximting the position of the departmental intelligence 
agencies* This among other things has lately tended to bring Research 


and Intelligence into conflict with the policy divisions. The latter 
consider their own function to be toe analysis of current problems and 
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iflaich they make appro.-dmates the concept of an intelligence estimate. 


It la a study of the situation, end observations on the probable out- 
come if different courses of action are followed with reapect to it. 
Actually, as a "study'* it nay exist only in the policy officer’s mind* 
Bevertheless it is, in the Department, the definitive "estimate" upon 
the basis of which policy is fornmla ted— often by the same officer, 

la theory, aa accepted in the policy offices, the specific contri- 
bution ©f *R" to this process is the preparation of factual information, 
or "studies in depth** of broad situations, which sill assist the policy 
officer in formulating his own subjective "estimates, * and consequently 
the policy action which he would recommend. In the opinion of the policy 
officers, *R* oversteps this mark whan it presents intelligence estimates 
of its own, which appear to analyze the policy implications of a given 
problem, and by implication to recommend the course of action which ohmi?/* 
properly be adopted. Holding this view, policy officers are inclined to 


question the propriety of "R’s" preparation of policltal estimates at 


the request of CIA* 

The question of intelligence estimation by Research and Intel- 
ligence is likely to become more pressing within the fairly near future. 
As remarked above, ^search and Intelligence is in the process of estab- 
lishing a staff for the production of "current** or "action" intelligence 
for the use of the policy offices. Such reports will detail information 


reported in the dispatch traffic of tho Deportment, which is, of course, 
iianftdiately available in complete form to the policy offices. Research 
and Intelligence will presumably extract it, collate parts of it, and 
present it with the a ddi tion of a comment or 'evaluation as to its meaning 
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and significance* Research and Intelligence La apparently contemplating 
this extension of its activities on its own initiative, and not in 
response to requests mad® elsewhere in the Department, It is also 
true that the Fblicy Information Committee of the Secretary’s office 
already conducts a rather extensive and highly efficient current 
intelligence operation, and the Department receives 'toe current intelli- 
gence output of CIA, At any rate, toe increasing tendency of B R" to 
stress toe production of estimates, and its disposition to enter the 
current intelligence field will almost certainly lead to further 
complications with toe political offices, which consider that M P* 
should devote ita talents and energies to factual studies, and leave 
estimates to the policy officials* 

One more word may be spoken on estimates produced by "R", Present 
procedure is for Research and Intelligence to submit all papers, either 
collations of fact or estimates, to toe appropriate policy office for 
approval before dissemination in the Department or outside. Actually, 
it appears that toils process is elided If not overlooked in the 
actual production of materials* OIR this may “show" ita reports to 
the geographic office, but doe* not ask for specific approval, and Is 
willing to circulate to® material without waiting for direct author- 
isation from toils quarter* The matter Is apparently bound up with 
S’ a Insistence upon its own departmental autonomy, a wish to have 
research reports stand on their own feet, and an anxiety to eaoape 
geographic office paternalism which could become domination. 


Types of Reports 

These, then, are some of the problems surrounding the production 
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conaiu_ in some detail the particular reporta which OIR prepares and 

circulates. They are as follows . 

(a) Intelligence Memoranda . There are one fora of the "estimates* 
referred to above, and this vehicle may be adopted for passing on th® 
“action* intelligence which R may begin to produce* They are brief 
statements, usually a page or two, which relate to a given situation, 
and which attempt to analyse it and suggest its indications. They are 
prepared either as a separate project, on the basis of internal request 
or because OIR considers that certain Information at hand should be 
sunaarised and its meaning explained to the rest of the Department* 

They are also prepared as a result of the research put into the writing 

\ 

of a length/ factual study* in which case they represent the conclusions 
of th© analyst preparing the more bulky report* In either case they 
are disseminated to the geographical and other policy offices which may 
have an interest in the subject* They are not requested by the policy 
divisions) and although OIR professes not to have received criticism 
of them, it is known that they are not very well received elsewhere in 
the Department. This appears to be a case where OIR and Its superiors 
have taken the lead in a project of their own which is not well integrated 
with the reporting processes of the rest of the Department. 

The Intelligence Memoranda are also circulated outside of the 
Department to departmental intelligence agencies. They are submitted 
er at least shown to the policy divisions prior to di ssem ination, but 
no formal “clearance" is ordinarily requested. This fact is emphasised 
by the appsafboee of a disclaimer line under the heading of the sheet* 
upon which they are duplicated, which states, "This report doe# not 
represent the official opinion of the State Department*" Addition 
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of tilt# statement was insisted upon by office chief# of the political 
affairs branch of the Department in order to avoid embarrassing the 
Department in it# relations with other agencies * 

ft*) Information Botes* These are reports of varying length which 
are requested by policy officials, and which are confined strictly to 
the facts requested, without interpretation or analysis in terms of a 
given current policy situation* They nay be limited to a few words on 


a single sheet giving the response to a question of fact; or they may 
amount to a considerable essay on questions of substantial breadth* As 
such they are regarded elsewhere in the Department as the precise sort 
of information report which Research and Intelligence should properly 
prepare* Although their quality may vary, and they are sometimes tardy, 
there is no quarrel elsewhere in the Department with the type of informa- 
tion contained in reports of this kind* 

(e) pgi Studies. These are reports of substantial length— 30 to 
200 pages or aore—which detail the facta relating to a particular 
subject* They are ordinarily prepared aa a result of request by 
policy officers, and are written on subjects which concern a very 
extensive area of foreign policy* An example now In process is the 
estimated economic level of Japan in 1952, which is to serve aa a 
basis for departmental policy-oaking with respect to Japanese level of 
industry, etc*, when It is completed. 


iiaterl&l of this kind, when presented, is often not expected to 
provide the answers for immediate policy questions, or to end its 
usefulness with the solution to the first policy problem to which it 
refers* Instead, such studies are expected to contain basic background 

material which will provide helpful to policy officials in many different 
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respects over ft period of some time. One of the more effective division 
heads of OIR has observed that great care is taken in selecting the 
topics for such exhaustive research, since at best ft single study oan 
provide fundamental information on many phases of broad policy problems. 

If chosen with particular skill, it can anticipate difficult problems 
of the future before they become acute. In this way they can help to 
avert confusion in policy, or the failure to have any policy at all 
when c ircums tanoe s demand action at once* 

Again, this sort of study is regarded by as exactly the sort of 
thing which OIR should undertake. Intelligence Memoranda are frequently 
prepared as part of the end-product of such studies, however, and those, 
as indicated earlier, are suspect. There is some feeling in OIR that no 
conclusions should be drawn by OIR, either for the purpose* of Intelligence 
Memoranda or for the uses of the study itself. The current procedure 
is to draw conclusions and usually to present them in separate form as 
well as in the paper itself. 

(<i) qir The moat effective of these are two monthly 

series) Economic Review of the Soviet Union, and Political Review of 
the Soviet Union. Poth are considered very helpful by certain policy- 
units of -the Department, notably certain members of the Policy Planning 
Staff, Again, they do not indulge in extensive analysis, but limit 
themselves largely to questions of fact* To some extent they appear 
to be over-academic merely for this reason, but tills has not dulled the 
enthusiasm of most of their recipients* 

These publications are among the few periodical reports still 
published by OIR, Many more were produced prior to a survey made in 
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th# Department last April, as a result of which it was learned that a 
substantial majority of the OIR periodical essays never reached the 
persons for whoa they were intended, and when they wars received, ware 
rarely read. The production of the periodical series meanwhile reduced 
tit© amount of time available for working on projects initiated at the 
specific request of policy officials. The result of the survey was to 
reduce the periodical series substantially, retaining only those (such 
as the ones mentioned) which had readers and were considered to be well 
dons. Certain other periodical reports were altered in fora but allowed 
to continue, 

(•) Situation Reports . These are estimates of the political, econ- 
omic and social situations in given nations or (in a few cases, areas) 
which are prepared at acre or less frequent intervals by the geogra phi c al 
divisions of OIR, They have circulation in the Department and outside 
to a limited extent, Generally speaking, they do ret appear to make much 
impression in the Department or elsewhere. They have been useful In 
connection with 0Ut*s concurrences with the Situation Report aeries pro- 
duced in CIA (ORE), They will be more useful in connection with OIR 
contributions to such ORE Situation Reports, or to the Rational Inte llig ence 
Surveys when these are on a production basis. 

Another category of report has ret yet been produced by OIR, but 
may become increasingly important chains the next few months. These 
ire political estimates to be contributed to staff intelligence estimates 
sponsored by CIA (ORE), According to the Standard Operating Procedure 
for the Production of Staff Intelligence (DC1D31) approved duri ng July, 

OIR will provide estimates of this kind at the request of CIA, These 
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analysis mill again be the sort of Intelligence estimate which the policy 
divisions consider outside the function of OIR* Such estimates will be 
cleared with policy divisions by 01ft prior to sending them to CIA* It 
seems likely that the policy offices will react unfavorably to OIR’s 
luurumption of a regular estimate-producing function, even with their 
clearance « They are not able to assume the task themselves, however# 


Definitive State Department Estimates 
Production of estimates of this type raises a further question in- 
volving the merger of intelligence and policy responsibilities in the 
saae policy officers# This is the fact that while OIR may be preparing 
an estimate, either as a contribution of its own to the policy offices 
ear at the request of CIA according to the Standard Operating Procedure, 
another, "official* estimate of the same situation may be in process of 
production by the Policy Planning staff for the purposes of the national 
Security Council* It nay be that *R* may contribute through its research 
studies to the Policy Planning Staff’s estimate. It is also likely to 
be true that no ill consequence will flow from the production of two 
estimates on the same general subject at the same time* At the same t ime 
it is clear that no infallible mechanism exists for the production of a 
single, definitive estimate which will serve to discharge the Department’s 
obligations not only to the Security Council but als o to the CIA* 

Separate estimates, on the other hand, which may reach separate con- 
clusions, could Involve the Department in difficulties, since both are 
accepted on the outside as the responsible view of the Department* 
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H2S Participation 

QXR is committed to participation in the National Intelligence 
Survey program conducted under CIA leadership through its Basic 
Intelligence group in ORS* It# contribution will be in the nature 
of descriptive material on the political* economic and social situations 
of the countries covered in the NIS series* To undertake the task of 
collation and writing involved OIR must employ new personnel* since its 
present force* reduced by budget cuts* is unable to assume new burdens. 
For this purpose CIA is allocating funds to take care of the first year’s 
NIS participation, and has promised future support of the R budget to 
aoeonaodate the MS staff in OIR* There is no controversy within R or 
the Department as to the propriety of this activity* although there is 
some question as to the ultimate value of the entire HIS series* 

The Research and Intelligence branch has had no contact such with 
the Joint Intelligence Gonad ttee* In theory, when the State Department 
oeased to belong to JIC, the latter was to approach State for political 
analyses to be included in its estimates via CIA* This method of con- 
tact, which was to operate in both directions* has not worked, at least 
as far as OIR (the official Department link with CIA) is concerned* 

It Is very certain that OIR has prepared no estimates for JIG, although 
its material may reach these indirectly through CIA, 


Quality of Intelligence Reports 

At various places in the foregoing reference has been made to the 
doubts held in the policy divisions of the department as to the propriety 
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of 0IR attempting political estimates, This is a criticism of kind, not 
of quality of intelligence, The latter question is another matter, with 
almost as many judgments as 0IR has prepared studies, memoranda or 
reports. It Is a question closely linked with the quality of personnel 
in OIR, a subject to be considered la ter j and it is also related to 
the timeliness, relevancy and accuracy of source material, not a ll of 
which are under the control of the substantive analysts of OIR* 

Ifelefly, however, the general judgment passed on OIR reports is 

t 

that they are variable in quality, ranging fron a f m very good through 
wssiy mediocre reports to a number of very bad ones* Such judgment, as 
indicated, depends upon the reports themselves, and for this reason it 
is perhaps best to consider the products of the several divisions of 
OIR individually, 

(a) Division of American Republics Research t The material from 
this division seems to be universally deprecated in toe policy office 
(AHA) ©f the Department which it serves. It is the evidence upon which 
the chief of the office calls OIR • "gigantic boondoggle," and upon 
which his division chiefs indicate various degrees of dissatisfaction, 
ranging from vehement disgust to flat conviction that nothing good or 
useful or timely can come from the division. The disapprobation seems 
particularly relevant because the present head of the division, and 
some ©f its personnel, were originally members of the small research 
staff located with the Office of American Republic Affairs, This 
division also has a security taint. 

There is a tendency in OIR to discount some ARA dissatisfaction 
with toe DM product la terms of AM* a own attitude toward its policy 
decisions. The political office appears to feel itself personally 
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ooiasJ.tted to each policy and to anticipating every development in every 
country. Hence it tends to resent outside views which tend to disagree 
with its own, and it seeks to suppress opinions not in collate harmony 
with those upon which policy has already been founded. 

(b) Diviaton of Far East Research* Its reports seam to be received 
rather acre favorably than those of DRA, and its personnel are regarded 
aa more competent within OIR, The policy division (FEA), however, considers 
that the SHE material is too wordy and refined for much practical use, 
and ite reports are divorced from the practical contact with policy matters 
which would give them greater relevancy. The office deprecates the 
tendency of OIR to estimate future political developments, and would 
strongly prefer having the researchers in its own organisation rather 
than located under separate control elsewhere in the department. This, 
of course, is a general criticism of OIR which will be taken up in more 
detail later, So is the further criticism of "Ph.D. intelligence, » i, e ., 
intelligence or research prepared on an academic basis with few contact 

wlth realities of the existing situation with which the re- 

port is intended to deal. 

(c) Division of Near Eastern Research, The appropriate political 
office (NEA), like its Far Eastern opposite, considers that the product 
of ERH is "too long" and too finely polished to be of particular value 
in moat policy questions* Some long-range studies have been useful, but 
general utility ia considered to he slight. The view was also expressed 
hare that greater efficiency would be achieved if the researchers of CCER 
were assigned to the policy office, where they could work under the 
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immediate assignment of policy officials* In this way the present 
tendency toward irrelevance, academic niceties, etc*, cruld be dispensed 
with in favor of more efficient research support in connection with 


policy questions. 

(d) Division of European Affairs Research* She contributions 
made by the Division appear not to have made any particular impression 
upon the responsible office (FUR) in the political area of the department* 
Although a, gracing with their brethren that research personnel should be 
distributed among the political divisions, the officers in European 
Affaire arc rather vague as to the precise contribution of OBt to their 
policy problems* They agree that research material was far more useful 

i 

and cccossibla when researchers ware attached to the divisions rather 
than to an external branch of the Department* On the other hand, the 
more intensive studies made fey OBI have been of value over a period of 
time, and are of value for reference after particular problems have been 
settled* Matters would be helped of OBI would give up writing a do sen 
pages where one would do, however, and would distribute those it does 
prepare without delay* Too long and too old intelligence makes for 


waste and futility* 

(a) Division of Iatemational and Functional Affairs* This 
division is very confident of the value and accuracy of its work* Its 
contribution with regard to EGA matters during the early part of this 
year has been such praised in the Economic Affairs section of the depart- 
sent. At the same time not such is said of its more current reports, and 
eons indication exists that its material in regard to fiscal matters is 
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1000500050032-6 
was thought to be 


quite good* however, although the analyst responsible for this material 
hat since taken employment elsewhere* The division considers that it 
has contributed substantially by correcting CIA misapprehensions oc curing 


is staff intelligence studies* 

As stated above, OH reports are sometimes good, sometimes bad. 

When they are good, they are occasionally tardy, and thus poorj or they 
are too lengthy to be read fully by the policy people for who® they are 
designed, and so again defeat their purpose* As in all such matters, the 
quality of the material depends upon the nearness of the research people 
to their consumers, upon the relevancy of the problems which they have 
selected for study, and upon the clearness of their literary style. 


Talus of Reports 

The problem of relevancy of reports is one which OH attempts to 
solve by basing Its work upon particular requests from policy officers . 
Thus over 75 % of OH reports are said to be written in response to such 
requests, and the remainder to be written on OIR 1 a motion alone, on the 
assumption that they will be found useful when presented* Actually of 
the 75 % written at request. It is found both in OH and in the policy 
area of the department that many of the "requests" are actually based 
mi more or less casual approval by policy officers of projects which 
OH has propounded for itself, and which policy people are loath to turn 
down, but for which they see no particularly pressing need* It le 
difficult to evaluate the extent to which this technique of promoting 
"requests" o 

g varus production of reports, but the custom seems to be 
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w*H-q a tablished, and in some areas is favored by policy officers 
because it seems to please OIR and does no particular harm* On the 
other hand, it is possible that policy officers occasionally use this 
m e ans of dealing with OIR at the expense of more sincere efforts to 
plan research projects to their cram benefit. It seems fairly clear 
in a «y event that a considerable share of the CIS production is not 
closely related to immediate and pressing, or even broad, future 
policy problems* Sot much is produced because policy officers feel 
■teat they need it, and can only have such research adequately done by 
OIR* The fact that a certain element of "busy work" thus exists helps 
to explain on the one hand why the policy people find much OIR material 
Irrelevant, and on the other hand why OIR seams to have many projects 
of its own concerning which the policy officers know little* Certainly 
the relation between OIR and its consumers in the policy divisions, 
for all th© liaison which is described as "excellent," needs to be 
closer. A sharper exchange cjf information on actual needs and 
genuine capabilities is also requisite. 

These are perhaps symptoms of the disease Itself, which is the 
fact that OB! and Research and Intelligence generally is excluded from 
the truly significant policy problems of the department. Mr, Armstrong 
has only limited access to such matters, and Mr* Evans of OIR not much 
more. OIR feels keenly that it should have closer contact with the 
Policy Planning Staff. By attending Staff meetings it could be in a 
position to anticipate major policy problems of the future, and could 
begin research studies early on which would assist the Policy staff 
later when the problem became crucial*. Actually, however, OIR %s bro ugh t 
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into such matters, if it comes in at all, only at a late stage when 
policy has almost been formulated* The exclusion from the Policy 
Planning Staff is paralleled by 018*8 failure to receive the most sensi- 


tive report# of the dapartnxmt, and its non-participation in top-grade 
policy discussions* It is & major factor in the irrelevance and aim- 
lessness which policy officers tend to discern in 018*8 products* In 
a sense it is an endless chain, since OIR* a exclusion from high policy 
makes its reports academic} and the academic character of its reports 
tend to justify 0IR*§ exclusion from high policy matters* It is the 
recurrent problem of the relation of intelligence to operations, complicated 
by the unique merging of intelligence and operations in the persons of 
Foreign Service officers of the Department of State. 


Coordination with CIA. (ORE) 

The coordination of production has not concerned OIR so long as 
it has considered itself as serving the policy divisions of the Depart- 
ment and not outside masters* CIA for its part has not undertaken a 
decisive program of coordination in the production of intelligence* 018 
has kept CIA informed of its production schedule, and some informal 
coordination has occurred* But OIR complains that CIA has not in the 
pest reported its own production program in time to make it useful as 
a guide, so that both agencies have proceeded along their respective 
ways, with production little governed by each other's plans, there appears 
to be virtually no coordination of production with other departmental 
agencies on motion of OIR, although again there is mere or leas adequate 
working contact with them* The production of intelligence estimates for 





Counter-In telll^nce 

CIS has undertaken no work in the field of counterintelligence. 

It has not field operations in this sphere* Most of the contact which 
the Department has with these setters is at present through the Division 
of Foreign Activity Correlation, which has close contact with CIA, the 
FBI, departmental Intelligence agencies, and other federal law-onforceajsnt 
bureaus, "R", however, is fostering the transfer of some of these 
responsibilities to it, and it nay be that "R* sill emerge with a soae- 
what more substantial counter-intelligence rola in the future than it 
has aw. Precisely how this will accord with its essential research 
function is by no means clear, although there is reference to the in- 
clusion of "security Intelligence" Information In other OXR reports, 

25X1 

does net concern tha Intelligence-producing activities of his organisation* 
There la one other personage in the Department who is deeply in* 
solved in counter— intelligence matters, which even have Special Projects 
overtones. This is Mr* Raymond Murphy, a special assistant to the Office 
of European Affairs, tong foniliar—on the inside— with comunis t nsethods 
and Intention, Mr, Murphy now conducts "field operations” in the IS and 
in Europe which involve collection of information on world communism end 
the penetration of Continental and other oo taaunl a t groups * The 
propriety of such work* a being conducted in the geographical office 
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of the Department is an interesting point in itself* There is some 
reason to believe that Murphy's operation would be better conducted 
under such auspices as those of the Office of Special Projects, CIA, 
Any such transfer would require Murphy's own consent, however, and 
this sight not be easy to obtain from an individualist of his pro- 
portions. 
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Relations with Other Agencies _ 


OIS does net duplicate or overlap the activities of the Army, Navy 
or Air Faroe intelligence agencies, although it night be said that ID, Anay, 
beeaiut of its broad interest In political developments, overlaps the State 
Department. OIK has working-level and official liaison contacts with those 
agencies, and nothing has appeared to suggest that these relations are not 
convenient and affective fer all concerned. ID, interestingly enough, is 
particularly pleased with its contacts with OXR. 

Od and cm 

CIA (ORE), however, is another nutter. Research and Intelligence, 
rathmr submerged in its o« organization, is keenly conscious of the State 
Department* s ultimate responsibility for political, sociological and eoo- 
noadc intelligence (NSC ID #2), and tends to envisage Itself as the chief 
agency in the Department for discharging the responsibility. linked with 
this concept of its rolo is R*s tendency to become the producer of polit- 
ical estimates, despite the real interest in tills field possessed ty the 
geographical offices of the Department. In ary event, OIK and R generally 
tool to look with unconcealed distrust upon ORE* a activities as an intel- 
ligence producing agency, largely in tho field of political analysis. 

The fact that R suffered severe budged; reverses early this year at a »-<«« 
#isn ORE was notably Hush did not help their relations. Urns R ques- 
tions ORE* a right to operate as a "fifth intelligence agency, casts doubt 
on the abilities of the responsible analysts of ORE, and makes obeisances 
to the "Setters concept" of CIA, which would involve a considerable reduction 
in ORE’S activities. ORB, for its part, tends to describe OIK and it# works 
as "acade^-tc,* "unrealistic, ” and out of touch vdth the problems erf national 


( v 
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Intelligence, Part of this back-biting is aero inter-agency rivalry, 
made acuta by budgetary differences} and part is genuine conviction that 
Intelligence functions are not clearly allocated in the government* lately, 
however, ODfc and ORB have regularized their relatione on the basis of the 
"Standard Operating Irocedure" (DC 3D #3/1), and its imrlomantation may 
bring them closer together in sympathy and operation* 


Standard Operating Procedure 

the Standard Operating Procedures provides that ORB, in preparing 
staff intellig ence estimates, my draw upon the departmental agencies for 
subordinate estimates in their particular Helds of competence* Thus OZB 
is to produce the political, economic and social analyses for CIAls review 
and incorporation In a finished "national estimate,” OIR is to perform the 
substantive research and analysis, and to prepare the estimate. ORE will 
receive It, synthesize it with other contributions in related fields, end 
shape the final, coordinated predict* It will supposedly not undertake 
substantive research itself, and its geographic brandies, hitherto respon- 
sible for such estimates, will limit themselves to critical, supervisory 
an d coordinating functions* Considerable opposition exists to this proce- 
dure in QR& branches* 03R*e ability to deliver finished studies which will 
meet 0R2*s standards md will get the blessing cf the policy divisions have 
yet to fee seen. As things now stand, hewever, OIR is linked very closely 
to ORB and if the scheme works in fact, the relations of the two agencies 
should be very much simplified in tho future* Because of weaknesses In the 
procedure, because of the rivalry of the two organizations, and because ORB 
Hob no authority to Insist on compliance while OIR has no departmental re- 
sponsibility to comply on ORE* s terms, tho entire mechanism may prove to bo 
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unwieldy and imeffeetive. 


Concurrence 

2h the past and prior to the inception of the Standard Operating 
Procedure, OIR»» most sign i f icant regular contact with ORE was in connection 
with concurrence on staff intelligence reports prepared fey ORE. Proa the 
point of view of both organiaat Ions, tide procedure was complicated, diffi- 
cult and frequently irritating. ORE has taken ths stand that its material 
is pre erred fbr the use of national policy-makers, and that it is prepared 
to draw attention to situations affecting US security. It has considered 
OIR picayune* carping and purist in its criticisms of ORIS political analyses, 
and It has reconciled its am intereproations with those of 0XR only at the 
expense of considerable argument, discussion and debate. OIB, for its part 
questions the propriety of QRE*e entering the field of pollcital analysis. 

It is critical of the cuality of personnel in ORE, and particularly criti- 
cal of ths reports prepared, fey them. The problems of concurrence and dis- 
sent on intelligence papers prepared in ORE has symbolised and to a degree 
epitomised the conflicting claims cf both organisations to political analy- 
sis. The Standard Operating Procedure was originally conceived as a lubri- 
cant to el i m i na te much of the friction between them, but as indicated earlier, 
its future recoins in doubt. 


Such coordination as the SOP my at best introduce will hare little 
bearing upon the remainder of 0Ei f e production for departmental purposes. 


Da theory, this material does not explicate the “national intelligence 11 
respons ib ili t y of ORE. Actually, i'«owv»r, both agencies reoeive the oaiae 
dally cable traffic, only ORE a little morej both receive the service agen- 
cies’ attache reports} both study the same general problems of political 
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intelligence, and both consult from time to tine on cannon problems . Henco 
the Operating Procedure nay at beat induce a change of emphasis and an 
elimination of the so at obvious duplication of effort. It will hardly ©a ab- 
dicate the parallel existence of two large intelligence chops, each concen- 
trating essentially cn the analysis ef political and economic situation# 
abroad* Ctaly return to a genuine concept of departmental coordination on 
the part cf CIA, with consequent abdication of the field of original politi- 
cal analysis, could accomplish ouch a result. 


Historical Policy Research (RE) 

Before ending the consideration of R*s relations tdth other agencies, 
it is necessary to note that the Department maintains one division of research 
personnel entirely apart from Research end Intelligence* This is the Division 
of Historical Policy Research (RE) in the Office of Public Affairs. Its 
functions range from the preparation and publication of historical source 
books in American foreign relations to the writing of research papers on the 
history and development of 03 foreign policy with respect to a particular 
ares or situation. It confined its studies solely to American policy, and 
does net attempt to pass judgment upon policy decision# in the pest, or 

i 

recomend particular courses of action in the future* Thus like R, it has 
not policy function. The distinction between RE f s function and that or DIR 
lies in the fact that the former considers only American policy, while the 
letter considers the policy Of foreign nations, or developments abroad which 
will influence these policies of other nations. Relations are cordial between 
RE and OBI, and the difference in their functions appears to be well under- 
stood on both sides. 

« 
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R is now anxious to acrulre same of these functions to add to those 


already pursued, and it seams likely that sane of them will be transferred* 

PE Is such opposed to any such transfer, is antagonistic to R, anti has fought 
the latter and its function almost since the beginning. It is likely that as 
long as PE remains in its present field, and as long as R is anxious to expend, 
its functions, rivalry will remain between thesa. 
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IT, Intelligence Contributions vtthln the 
Department and the Govsmaont 

Effect on Policy 

At the beginning of tills paper we noted that the Research and intel- 
ligence branch of tho Department ms established to conduct certain liaison 
contacts with other intelligence agencies, and, noro iaportant, to assist 
the policymaking personnel of the Department by the prediction of "research 
in depth" In the State Department, the policy-making personnel include the 
Secretary, the Under Secretary, and the various Assistant Secretaries and 
office members in the Political Affairs, United Nationals Affairs, Economic 
Affairs, transportation and Corsmnications and Occupied Areas Affairs bran- 
ches of the Department, The essential Intelligence contribution of the 
Research and Intelligence staff can thus best be measured by determining 
the extent <f the assistance •which it offers to these Individuals and depart- 
mental tranche*. 

It is understood on g>od authority that the activities of the Research 
and Intelligence staff rarely touch the Secretary or the Under Secretary, 

The former is concerned almost eoccualvaly with policy questions vhich havo 
passed beyond the point at which the intelligence research or intelligence 
estimates produced by OBt have s< eciflc application. Such assist: nee as 
they have rendered has been to policy ftmaclatlng officials at a lower level. 
Bence the Secretary haa virtually nothing to do with the #R H product, and 
it is understood that he has & rather indefinite iwderstand±ng of the organ- 
isation and structure of tide staff. 

The Under Secretary has somewhat closer contact with the Research and 
Intelligence staff, because Mr, Armstrong attends his weekly conferences of 
the various Assistant Secretaries . Again, however, Mr, Lovett himself doea 
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not atbwt to revie w the intelligence material produced by SSbeardh and 


Intelligen ce, and vhilo certain items come to his attention, it 1 b under- 
stood that ho pays slight sctuentlon to them* He does from time to time 
(solve adm in istr ative jroblems in connection with the area, and Me 


approval is required for* any change In responsibility such as tho recent 
shift of the Departaantal Library to Mr, Armyet.ro ng f s organisation, 

Th* Iolicy I'lanning Staff is the moat senior policy echelon in the 
Jtop&rtoant which appears to make use of the resources of the R and I staff. 
From time to time research projects are assigned to the staff by -' ; r, Herman or 
bio assistants, and sore of the latter tew indicated that Research and In~ 
t diligence reports have been - arkodly useful in the consideration of policy 
problems* They have also praised the OXR periodical reports of economic 
end p**i 1 t j cal developments in the Soviet Union* On the other hand, they 
express aoai® disapproval of the Intelligence estimating activities of OIK, 
and suggest that these are batter left to the roll t leal divisions, OB, 
fer its peri, feels that its facilities are not efficiently used by the 
Planning Staff* 


Political Information Committee 

;r, 

A , 

rouf;hly the same level as the Policy Planning Staff (i*e., 
in the Departmental Secretariat) le aleo to bo found the Policy Infomation 
Commit tea. This agency, unlike the Planning Staff, is not a policy creating 
unit, but rather a policy reporting onej and to the osrtent that it reports 
policy davflopsents and policy problems, it chares in tho intelligence 
function of which a pert is discharged by Research and Intellig«M», Its 
chief duties are to be assure of all policy problems af the Department, and 

to keep departmental officials as well as heads of missions abroad, informed 
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Of those problems and the decisions made on than. To aocorjplish this It 
is sues daily Top Secret and Secret summaries of current information, a 
epeoial Top Secret <mB®iaiy for the President, and a weekly Information 
Review, which suamarlKed important current developments by areas and in- 
dicates the Departments view toward them* Its functions thus to some 
extent anticipate the "action 8 intelligence undertaking idiich lie search 
+t%A Intelligence is anxious to begin) and because of the affinity of its 
work for the intelligence responsibility of R, the latter would ultimately 
»i«> to t&ke over the entire Policy Information responsibility. Any such 
change In organization 1b unlikely in the foreseeable future, however. 

The views of the Political Policy Offices vdth respect to the utility, 
authenticity and relevancy of OIR material lias already boon reviewed at sera# 
length in Part n of this paper. It is unnecessary to repeat the details 
here, excerpt to say that a universal feeling runs through the political 
offices that the dep^rt/aont’s research requirements would bo better filled If 
r e se a rch personnel ware allocated to the vardua divisions rather than held in 
a separate njvi organization. In sons instances OIR reports are given credit 
for assisting In the solution of policy problems (FE, EJ3R), but in other# 
(KEA, and ARA to a much greater extent) their contribution is counted for 
vwry little. In addition, sane personnel of ARA are vigorously opposed to 
the program of ”ro search attaches** conducted by OIR. 

fh# Economic Affairs and Transportation and Corsnunicatien branches 
of the department are served less fully by 01R than are the political offices 
and so have rather less to report than the latter* They indicate that they 
have had soma useful and relevant reports from OIR, particularly eaonotrdc 
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studies in connection with i&A plannin g ! but they suggest that OJR haa b own 


insufficient on thich to base a general opinion. The Economic Affaire 
divisions conduct some research activities of their own, ?ht ah supplement 


those of IF I in OIK, 

The United Bations Affairs staff of the Department shares the general 
vises of the political offices with respect to OIK* It detects an academic 
qualit y in OIK material and equally so in reports from €8tB» This is the 
direct result «f the dissociation of both agencies from first-hand accuaint- 
ano c with Salted Matinns activities, aid from excessive reliance instead on 
mitten report# and analyses# 


Bapaet on Department 

i ^umfo iiy speaking It is true that OIK scans not to have made a very 

substantial mark on the policy offices and divisions of the Department# 

Considering the size of its staff, and ths amount of money and material 

a vailabl e to it, it night be supposed that the impact of OIR and QCD and of 

Hr# Armstrong* s personal staff would be considerably greater than it is on 

the Department as a whole. That it is not is traceable to the early history 

ef "R," when it was in effect imposed upon the existing structures of the 

Department j to the antagonisms created by Col. MasGorsack during hi# brief 

tenure as head, and by the rather unsatisfactory results of the Russell Plan 

of organisation, which placed a premium upon control through censaittee, 

never an effective form of administration . Subsequently, although Itr# Anar 

strong appears to be respected in the Department, there is no indication that 

fee has adopted an agressive policy of determining the actual impact of hi# 

organization on the Department. There Is no indication that he provides 

s ub stantive guidance of any conse uenoe to OIR, or that fels staff devotes 

much time to studying the utility and effectiveness of OIR products elsewhere 
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^ u . « —t, aadntaln much personal contact idth office 

in the Department. He does not Mlntain ^ . . _ 

T®m at provide positive ^ldnnee as a v*ml 
ohief. in the policy area., * rro*W« determined effort 

wrotary* o staff meetings vddoh he attends. 

Uader S ^ tmT . . riartieularly the foreign «rtlce officers 

- . noiicy officers and particularly ™ 

%& fiOSJpCL&in ^ ^ aUgun tt| «| g 

. , M om u in a position to do for then, ana « 

of tbs Department ^isely *«* Olft U in P™ 

. . . ATB actually performed as premised, 

«Mtant vigttMo. to — «** 0IB * ,M - ^ 

^ t~M to »ub«Aantm g»H>» ^ protlff. 
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anr.etAed as a «*fcer of the Stats Departoent -family, and suggest 

. d _ wfcad t o achieving such a status optimistically imply 
If) or 15 7*** its preset charter and 

that the present agency can live 

guidance 
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Responsibility of Policy Officers 


Tot for all the actual and implied criticism which can he levelled 
at Research and Intelligence, it should ha made quite clear that all of 
its shortcomings are not Its fault. Research does have a place in the 
State Department* Sven the most critical of the geographical division 
officers agrees that this Is true. Yet* this having been said, Research 
and Intelligence ie often ignored, and its work deprecated. 

This la not because OIR cannot produce adequate research materiel if 
gives encouragement and the proper materials, but because in general the 
policy personnel of the Department hare not themselves made as full use of 
its resources. Standing on their own dignity, with a parochial unwilling- 
ness to deal with new people or a new organisation, distrustful of its 
security, and reluctant to see what could be made of the organisation, the 
policy officers have been content to let Research and Intelligence waete 
Its energies. 

In ite part, Research and Intelligence has sot ? sold * itself effec- 
tively. It has not made the most extensive efforts to convince policy 
people that the service it can render is a good and useful one, or to sake 
curtain that when the service is rendered it is as effective as Research 
and Intelligence can make it. Instead it has shown some willingness to 
retire to ite ovn tent to sulk under the verbal blows of the remainder of 
the Department; and to sally out to capture new functions {such as £%) as 
a acaae of broadening its operations, and thus hopefully of improving its 
standing. Obviously, neither R nor the policy offices can solve the prob- 
lem unless both wish to. 

Some concrete suggestions have been made for bringing policy and 
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X* search closer together* One ha* been to assign Foreign Service offi- 
cers who hare the confidence of the geographical office* to R. Another 
i* to place a tactful hut determined individual at the heed of X *ho can 
provide more leadership than the organization has at present* There i» 
some consideration of changing the organization of B yet again, and of 
placing research back with the geographic office** The official view of 
the Department at the present time, however, is that thl* can occur suc- 
cessfully only as a part of a much larger reorganization of the Department, 
which would unify all political and functional activities under four geo- 
graphic heads at the Assistant Secretary level. Because of broad diffi- 
culties, not the least of which is the difficulty of securing the type of 
Assistant Secretary which 'would he needed hy such a plan, this plan of 
reorganization has been postponed indefinitely* Vlhether Research and In- 
telligence can survive until such a plan is instituted, or until the policy 
officers of the Department have overcome their complacency and learned to 
accept the research function performed hy a special staff, is not cl t r r • 

There is some tendency to suggest that it cannot* 

To consider further the relation of R with other intelligence agencies* 
The organization has no direct contact '4-th the Joint Intelligence Committee 
er the Joint Intelligence Group. The letter approaches the State Depart- 
ment (in theory) only through CIA, and actually such contact as it has is 
with the policy offices rather than with Research and Intelligence. The 
letter Is not represented on the JIG, and it ie understood that termination 
of the Department *s membership iu 194? was for security reaeone, partially 
at least involving CIR. 

The agency has likewise no direct contact with the Secretary of Defease, 
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or with, the Rational Security Council , except insofar a* it indirectly 
influences views of the Secretary of State on policy questions which af- 
feot the Security Council. Hence ite contribution to national policies# 
insofar as it makes any# cones to bear at the Plans and Policies and the 
Political Office level of the Department, and is merged with many other 
influences in the Department before final policy proposals emerge. 

Insofar as it may subsequently contribute to genuine national intel- 
ligence astimates of CIA, Research and Intelligence may influence national 
policy thinking through this medium* Since at the present time the "na- 
tional estimates* of CIA are more exercises than they are effective contri- 
butions to policy consideration. Research and Intelligence can have little 
effect even here, 

T* Personnel 

This la one of the most difficult aspeots of Research and Intelligence 
organisation to assess. It is very easy to solicit decided opinion on both 
sides of the question, and very complex indeed to determine which view is 
correct and which is not. 

Sval nation 

Ae in all such problems, however, it seems cost fair and most accurate 
to take a middle course, and to conclude that some personnel of R and I, 
and particularly of Oil, are very good, and that some are very indifferent. 
It is certainly true of both kinds of individuals that most of the OXR re- 
searchers and analysts are products of academic environments rather than 
of the foreign service or non-government activities giving them an acquain- 
tance with and understanding of foreign parts. As such, however, as one 
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•ember of 01?. ha* points out, the organization contains both very good 
aeademie products, and very poor ones, whose level of employment In the 
Department is considerably higher than it would he on a university campus 
or in private research establishments* In general, the attainment of the 
0IB division chiefs appears to he fairly hi^i in most cases* On the other 
hand 0XB suffers from inadequate personnel on the middle level, and low- 
level people are sometimes given projects which are out of their depth. 

She editorial supervisory people of 01? appear to he competent, hut their 
view of the substantive analysts is not particularly flattering. 

It is apparent that OIF i* already experiencing difficulty in attrac- 
ting first-rate analysts to accept employment with it, largely because of 
the uncertainty which attaches to the positions* At the same time there 
is a large reservoir of excellent youthful talent cooing from the various 
regional foundations and institutes of certain universities. The supply 
of such young people is likely to outrun the demand, so that staffing on 
the junior level is not considered to he much of a problem. 

To date, 01? has not attempted a training program as such, largely 
because most of its personnel were either former members of 0$S R&A or 
were already political or economic researchers or analysts. Such a program 
may he increasingly necessary as new young talent is employed. There is no 
program for reserves, although with the passing of time this may he initi- 
ated. The n rese?rch attaches 9 attached to US missions abroad have the tem- 
porary status of foreign service reserve officers, which may make them 
available to OUi in the future. Arrangements are proceeding this year to 
establish permanent Civil Service status for OIF. employees. This should he 
accomplished before the end of the year* Action of this kind will give 
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emp! loyees the ordinary Job protection and continuity available to per- 
manent civil servants elsewhere in the government. 

It is less easy to apeak with precision of the personnel in GLI, 
since their activities are less well known. It is true that they have 
not excited adverse coament either in OIF. or elsewhere la the Department. 
Col. (Jeerge It. fearing, Jr., the head of the office, is a rather bluff 
individual with broad. Air force intelligence experience* Be seems well 
pleased with the level of efficiency and control maintained in hie organi- 
sation, Bis assistant, Frederick 0. lilgonr gives the lepression of being 
•a efficient administrator intimately acquainted with the details of the 
office. Philip 0. Strong is a former naval intelligence officer of con- 
siderable experience, favorable things are heard of John H* Otteniller 
and Moore Slates, chief of the Reference Center and the Biographical Infor- 
mation Division. 


Security 

A question appears to exist elsewhere in the department as to the 
security status of personnel attached to Research and Intelligence*. The 
derivation of the organisation from OSS, R&A, the revelations of the Carl 
Mar anal case, and suspicions of foreign-born analysts have given rise among 
policy officers to doubts as to the propriety of giving OIK access to policy 
matters. The effect is to strengthen the barrier between the policy areas 
ef the department and the researchers of OIK, Research and Intelligence, 
like all other parts of the Department , has beam subject to security checks 
by the Office of Admini stration, so that there is no obvious reason to be- 
lieve that at this time it contains security hazards to any greeter extent 
than other portions of the department which have been recruited since the war. 
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n * wmmjm^mmksw. 

Sasasrch and Intelligence Is not e raech&rfcal toy or a now drag product, 


It cannot be criticized for certain objective faults, and sent back to its 
aakar for the correction of its defects. The Department of State, similarly, 
cannot be made over in a day raeraly to accommodate the research staff, 
efeich Is a part of it, -tesearch itself is not merely the product of a 
formula^ aaJ tho us® of research is not governed by organization or 
mechanics, 2Sar can fioaearoh and Intelligence of the Department be con- 


sidered without reference to the whole intelligence structure of the 
Federal Government, What the State Department does in the field of intelli- 
gence and ^ What ultimata responsibilities are assumed, by ftesearch end 
Intelligence are both, to some extent, consequences of basic decisions on 
the function of the Central Intelligence Agency, Thus, while we considsr 
tie Department, we are also considering Clij^and any changes made in either 
place will affect the other, the reciprocal nature of the functions per- 
formed by the agencies makes it most difficult to isolate a particular 
defect of one agency and correct it alone, without reference to the other#. 


Thus, we cannot expect to redefine the duties of research and intelligence 
in such a way that it is a product which will bo Instantaneously accepted 
and used by the State Department and will mesh snugly with CIA.^hf cannot 
change the foreign service of the United State# over-night, or insist that 
foreign service officers having policy responsibilities in the State Depart- 
ment improve the tool of research in the solution to every problem which 
confronts them. In all likelihood, all that we can do is to discern cer tain 


fallings in research and intelligence in the Department which are capable 
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of correction, and make certain recommendations which, if accepted and 
applied over a period of time, may serve to create a hatter atmosphere 
la the Department hoth for the production and research of materials. 

At the same time, it must he recognized that any such recommendations will 
affect CIA, so that their long-term consequences must serve this agency as 
well as the Department. In the light of these considerations, let ue take 
up the outstanding problems of intelligence in the State Department j 
(a) Organization . 

Since its earliest days in the Department, the organizational 
structure of Research and Intelligence has been a matter for endless 
argument and counter-argument. It came as an independent organiza- 
tion; then its research analysts, were dispersed among the political 
offices so far as administrative control was concerned, and it was 
finally reunified in the present staff. As a separate organization, 
it is criticized by the geographical offices in the organization as 
being located physically in an out-of-the-way and inconvenient place. 

It is charged with too much preoccupation with its own research activi- 
ties, which are irrelevant in terms of the policy officers, are not 
timely, and are academic rather than effective contributions to the con- 
sideration of policy problems. Research and Intelligence replies to 
such charges by saying that it is solely the fault of the political 
offices if research personnel are divorced from policy and are unable 
to integrate their work with policy problems to the fullest extent. 

‘ Perhaps more important, they insist that only in a separate organizational 
structure can they have complete intellectual freedom in the production 
of intelligence, unswayed by the views or prejudices of the policy 
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officers. they consider that their physical separation from the 
geographical office, while inconvenient, is almost certain to exist tinder 
any kind of administrative arrangement because of the shortage of 


office space throughout the Department* 

Just as the geographical offices are opponents of the present 
structure, research and intelligence opposes return to the "Russell 
Plan** "hay insist that when research analysts come wider administration 
control of the policy officers, they promptly tend to lose their func- 
tion as analyst nd be com merely extra personnel to assist in deal- 
ing with day-to-day policy mat era. They lose whatever irapartlal 
approach they taay have had to problems involving current policy and 
tend to bocoEis merely the mouth-pieces for policy concepts which have 
already been partly formed «r partly executed* Uheyhave no rreater 
awareness of actual policy problems under such an arrangement than 
they have had organised separately* In addition, the sharing of author- 
ity over the substantive research product between policy offices and 
the Intelligence Coordinating Staff, whose purpose was to maintain 
research standards an' attempt unification of the research program, 
resulted in a chaotic condition in which the research analysts them- 
selves could play one authority against the other and do in the end 
pretty much as they liked. 

Sfeesa are the terms of the debate between the research and the 
policy people. Elsewhere in the Department, the administrative officials 
charged with departmental planning now believe that any amalgamation 
of research personnel with geographical offices would be unsuccessful, 
sine# it would m3 rely mean the f nal absorption of research end intelli ~ 

CONFIDENTIAL 
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activity or even as an emphasised activity in the Department. 

At the ease tin#, they have a broad program for reorganisation of 
the Department into geographical area groups headed by assistant 
secretaries* Part of this reoganization would involve the allocation 
ef research personnel to such large area groups# The condition precedent 
to any such change, however, is the procurement of assistant secretaries 
who could insist upon the coordination of political end functional 
policy within the area group end who would also require the full 
utilisation of research capabilities* The present office haads, while 
aen of outstanding ability, are products of the foreign service tradi- 
tioa * n wi r i 'hifti i rjr-w ii M il l f fltg tftiy and tend to solve policy problems without 
recourse to the functional and research areas of the Department# 

It is thus unclear whan the plan now being formulated will be adopted, 
so that w« may expect Research and Intelligence to remain in its present 
structure at least for the near future# 

the light of the foregoing, it scorns appropriate that the 
Survey Group should re commend the continuance of the present organiza- 
tion of Bssoardh and Indulgence, ponding the reorganization of the 
Department along the Unas ^ust indicated# It should, however, sug eat 
that the research function should ideally ba situated close to its 
consumers %er that i rate?- any organisational change fcfc would safe-guard W * 
the integrity a ^c a a c ^wt i i i Vn fro brought into the policy areas 

of the Department and its present separate structure discontinued# 

Certain measures looking toward the great or utilization of research 
under the existing structure will be considered under the next heading# 
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<b) gaaflas* 

W# have emphasized throughout this paper that fencarcb ■: nd 

•fei v-4 i- 

Intelligence enjoyed poor acceptance in the State Bopartiaent at the 

tiise of its arrival, and fa&a not succeeded in bettering its p tutus . 

to aiy very great extent up to the present time* If m recommend 

th^tt Jesearch and Xnt «llige noe retain its present organization, 

serious consideration must be paid to improving its standing in the 

Department, the prestige of its personnel, aid tha acceptance 

uw of its product. '.*e any consider recommending to the Depar tme nt 

***• assignment of foreign service personnel having the confidence 

of the geographical office to Research and Intelligence. »e may 

recommend that the Department place a more forth-right and insistent 

individual at the head of the organisation, who will undertake to 

"sell* its product to the policy officers of the Department in a acr e 

determined Manner than in the recant past. *■% the sea© time, any 

repetition of the McCormack: imbroglio must be avoided, w© aay 

recommend that the Secretary and Under Secretary take a Jive and 

continuing interest in the extent to which research contributes to 

policy questions, and we may auggeat that Secretarial be 

^UjEP 

impnmid to admit research to such units as tha iblicy Planning Staff, 
We asst recognise, and must also point out to the Department, that 
in the nature of things, the standing of ^search and Intelligence 
can only be changed gradually, and. that it depends not only on the 
effectiveness of the research staff, but also on the good will of the 
policy officers, the creation of such an atmosphere in Itsslf is 

perhaps the most important contribution to imrovemant in the standing 
of tte 0/22 : 
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Precisely what role research and intelligence should play in the 
production of estimates depends to a considerable degree upon our 
recommendations as to the structure and activities of CIA (ORE), If, 
as seems likely, m recommand that CIA engage solely in the production of 
genuine national estimates covering situations of broad significance 
'asfi^ clear implications toward the national security, and that these 
estimates should be produced on the basis of departmental contribu- 
tions, we must probably insist that research and intelligence have 
some estimate-writing function. We must know, however, that this 
estimating function is most intimately connected with the constant 
•objective estimating* which is a valid and connected function of 
policy officials so that any estimates prepared by, for example, OIR 
for CIA must have the explicit approval of the appropriate policy 
Officials* By the s m© token, any estimates prepared for their own 
purposes, or for extra-departmental use, b: the geographical or 
policy planning staffs should be integrated with any similar estimates 
being prepared ^ CIA & Research and intelligence, *te must reco®- 
«e®& that the Department accept a responsibility toward supplying 
CIA with such estimates, and propose that the allocation of this 
function to fe search and intelligence should be accepted as proper 
and legitimate throughout the Department, ’While making this recommen- 
dation, we should recognize that we are, in a sense, short-circuiting 
the estimate-producing function by recommending that fe search and 
intelligence estimates be cleared by the policy offic ials of the 
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Depertaeat* In theory, these estimates are to servo the very officials 
who contribute to their preparation/ so that the system breaks down. 

At the prose nt time, there seems to be no way out of this impasse, 
end it seems likely that it is a basic consequence of the State De- 
partment structure which cannot be changed by our ro comma nda tion* 

(<*) Beeearch. 

*e should confirm the assumption ox the Departs® nt tha t the most 
preps? function of fe .aarch and intelligent is the preparation of 
detailed factual studies without color or prejudice, which will con- 
tribute to the background of information on the basis of which 
policy decisions are made, should recommend that GXH have fuller 
access even to the most sensitive departmental material end it 
k&m full support of the Department in obtaining materials from other 
agencies which are clearly necessary to the discharge of its proper 
function* 

i. . • 

to) ftgraat Intel^nc*. 

M abtr roGOgnljed, search. and. Intelligence should not atteiapt 
•to conduct any current intelligence operation* The Department is 
already sufficiently and effectively served in thi s field by the 
fteHey Information Committee and by the current int elllglnce materials 
produced by CIA (CBS), Any additional operation of this sort would 
be superfluous and probably confusing. e should not, lRcidentally t 


-£<Z>- 
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reoesraend that Beaoarch and Intelligence take over the function of the 
Helicy Information Committee. The latter is a content, efficient 
etaff now operating vary successfully in a limited area# 

la should emphasise that research ia not an end in itself* Xt|. 
•Hy utility is when it is employed as s tool by policy officers in the 
•elution of their problems, Hence a aarious obligation rests qpon them 
t# mAtm use of thi s device in the fullest and most effective way, 3y 


tee mm totem, they must realise that part of the responsibility for 

\ i 

irrelevant or impr operly formulated research rests with, them for not 
having made known their requirements with precision in advance , 


u> aaeteuitt 

*• lattaM ia tha foregoing, tseorch sad Intoill^eno ; will probably 
have to assume a responsibility for producing poUtico-economic and 
sociological estimates at the request of QfiE for the inclusion in the 
latter f s national estimates* The relation of the teo agencies should 
be reorganised on this basis and the present rivalry and bickering 
eliminated. A nicer definition of ORE* a function win probably moan a 


eonsldersfel* reduction in its staff* The ablest of these people should 
be employed by Research and Intelligence and CIA should support allo- 
cation of funds for this purpose. The present problem of concurrence 
teould b com® a nullity as ^search and Intcllig ncs is applying 
estimates to CIA in the outset* Hence there abo u nd be no question of 


constant criticism of each other’s product* QftE, for its part, should 
attempt to strengthen Research and Intelligence in every way po«ibl«, 
teile relying upon it for substantive intelligence contributions. 


/ 



m 
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Security Intelligence . 

This is the question of the allocation of security intelli once and 


pUre security tasks no - ® p erforme d by the Division of Foreign Activities 
i few (jorrelation to fiosaarch and Intelligence* S® should recoauend that 
S&search and Zntalli.^ncs not attempt to engage in this field except to 


s Malt ed extent « It should h&v= access to security intelligence 


re war oh 

information which it positively needs to discharge iw function. It 


My assume general supervision of certain liaison arrangements between 
FC and departmental ajencies with which *S W already has large li ai s on 
contacts. It should not attempt to intervene in working contacts between 
FC and departmental agencies and should not raise itself as a barrier 
between other divisions of the Department and these agencies* It has 
been assigned certain duties in connection with approving covert 
arrangements in CIA. covert missions and should have the cooperation 
of FC in carrying this burden* Research and intelligence should eschew, 
bath in intention and in fact, any effort to increase its dorsal n at the 
«pease of FC merely for the prestige involved* 

! 

(b) library Functions . 

So far as we are able to determine, the conduct of the departmental 
library under OH is satisfactory* £0 may, perhaps, safely recommend the 
transfer of subordinate libraries to Oil for a consequent centralisation 
of reference research in that office* 

U) ^gfnuoh... 

Although this organisation has been warmly criticised by policy 

officers, it probably has some validity as a new concept of information 
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collection abroad . j we may suggest that an effort be m do to demonstrate 
tb* value of research attaches elsewhere in the Department by shoving 
the reports which they have prepared and point out their value in seme 
detail,* % should approve the present functions of publication and 
mass collection attaches. 


U) Security , 

It seem probable that Research and Intelligence is more sinned 

its 

against than sinning in respect to security of/personnel, the adainiatra- 
tlvs officials of the organization appear to have taken security qvastione 
wy seriously and the Department itself is conducting a house cleaning* 
tfetse matters sees to be soil ordered and we should not atteapt to add 
to the doubts which now exist* probably improperly* with respect to 
security in this staff* At the same time* we may recommend that the 

organisation use extreme care in reviewing the qualifications 0 f new 

employees. 


^ We !aa *' b recognise that fesoaroh and Intelligence is regarded 

as expendable by the rest of the Department in mat -ere of f inance * 

** should watch against this tendency becoming more pronounced than 
It has in the past and should recommend most vigorously that tie Bepart- 
eeat mho provision that Research and Intelligence has adequate funds for 

the legitimate functions assigned to it* These should include estimate 
writing as well as a research program, and the latter should be Nrke d 
by all the resources of the Department at Congressional beari^a* V% may 

CONHDENTIAL 

-'S f-' 
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W# should favor its continuance, although we should emphasise that 
it should not be an extensive activity at any one time and should 
be most carefully defined so as not to interfere with the normal 
demands made upon foreign service officials abroad* 
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observe that the Bepertaent baa not appeased to raako tbs moat of' active 
presentation of jSsseareh and Intelligence needed to Congressional 
ooaimittoaa and it may b® appropriate to urge that n K" sail itself with 
gnaater enthusiasm when the 1?£0 budget is under consideration* 

CD Personnel . 

** *®y observe that Research and Inte llige nce hap a member of 

* t 

people of high qua l i f i c a t i o ns, but has numbers of persons of rather 
sodest talents Is its medium brackets* If, as indicated earlier, ORE 
releases personnel so may recommend that OIR attest to attract the 
Mat oempetont of these* In the meanwhile, attention ahn»i , <y be directed 
te a long-range program calculated to ingjrove the quality of research 
personnel attached to the agency* »v« may give our approval and encourage- 
aeat to proposals for a sort of "research" training system which would 
encourage youthful products of graduate scnools to spend 
with Research and Intelligence before taking up teaching or otter 
professional duties and 1 ^®. jpuld serve as a permanent reaervofe^f talent 
for this organisation and perhaps also for departmental intelligence 

agencies* may wish to attic* some general proposal of t-Mf nature with 
respect to CIA and the intelligence agencies generally, should 

p»ist out that isgirovemant in tbs standing of the organisation and 
stabilisation of its organisational structure will both serve to attract 
superior individuals to tbs organisation. 
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